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Abstract 
Nonprofit organisations, members of the Third Sector, play an important role in 
addressing a broad spectrum of social issues and causes to benefit individuals, 
communities and society. In Australia, the Third Sector is growing and experiencing 
unprecedented change as nonprofit organisations pursue their mission, organisational 
excellence and sustainability (Productivity Commission, 2010). A concern for the sector 
is the lack of evidence-based research regarding change readiness, organisational culture 
and employee retention. Research in the private and public sectors suggests that an 
organisation’s performance in these areas influence its ability to manage change and 
promote organisational sustainability (e.g. Linnenluecke & Griffiths, 2010). However, 
very little comparable research has been conducted with nonprofit human service 
organisations and, consequently, there is an urgent need to ensure that theories of change 
readiness and organisational culture are relevant and current for these Third Sector 
organisations. 
This research collected data from a large sample of employees working in 
Australian nonprofit organisations that provide human services. Two studies were 
conducted using a range of quantitative analysis techniques. Study 1 tested and refined 
the instrument developed by Holt, Armenakis, Field, and Harris (2007a) to assess 
employee change readiness, and also tested, validated and extended a popular culture 
assessment instrument, the Competing Values Framework (CVF) (Quinn & Rohrbaugh, 
1983). The analysis examined the traditional CVF values and included additional values 
considered unique to the culture of nonprofit organisations, thus making a significant 
contribution to culture theory and related literature. Study 2a then tested theoretically 
derived hypotheses to examine the CVF’s underlying assumptions about the relationship 
between perceptions of organisational cultures, change readiness, job satisfaction and 
intentions to leave. The results suggest that employees in ‘flexible’ organisational 
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cultures which value cohesion and morale, belonging, trust, growth and innovation are 
more likely to experience higher change readiness and job satisfaction than in cultures 
that place greater importance on goal attainment, productivity and profitability. 
Moreover, it suggests that perceived organisational culture has an important impact on 
vital organisational outcomes such as employee retention. Study 2b conducted a further 
investigation of the effects relating to perceptions of change readiness and organisational 
culture. By examining the direct and indirect effects of several variables, the results 
indicate that a leader’s support for change is one of the most important factors 
influencing the majority of the considered constructs. The results show that perceptions 
of organisational culture and supportive leadership are important factors that need to be 
specifically targeted during the implementation of change in nonprofit human service 
organisations.  
Overall, this research has made a number of significant theoretical and practical 
contributions. The research has refined and validated two instruments to measure  
(a) organisational culture and (b) change readiness within nonprofit human service 
organisations. The research has identified the need to develop flexible cultures, which 
include altruistic values, in these organisations. The results indicate that flexible 
organisational cultures influence employee attitudes and outcomes more positively than 
control type cultures. They suggest that nonprofit employees care about whether 
workplace change is going to benefit them, and having the self-efficacy to implement 
change can improve employees’ adaption to change. Importantly, the results identify that 
an organisation’s leaders have a significant role to play in developing and fostering 
change readiness by providing adequate support and communication. This can improve 
nonprofit employees’ adaptation to change, and increase staff retention and organisational 
sustainability.   
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Abbreviations and Terminology 
CVF Competing Values Framework 
The Third Sector A name given to a group of organisations incorporating charities, 
nonprofit, community, not-for-profit and voluntary organisations. In 
this thesis ‘nonprofit’ is used interchangeably with Third Sector 
organisation. 
Organisational 
culture 
The beliefs, values, norms, customs, and social behaviour of a 
particular group of people or community that is socially transmitted 
to characterise a community or population (Kotter & Heskett, 1992). 
Change readiness  Occurs when the environment, structure, and organisational 
members’ attitudes are such that employees are receptive to a 
forthcoming change (Holt, Armenakis, Harris, & Feild, 2007b). 
Job satisfaction A pleasant or positive affection state or attitude, which is derived 
from evaluating an individual’s experience of their remuneration, 
supervisor, colleagues, the working environment, job content, 
promotion, and organisation. (see Thompson & Phua, 2012; Zhu, 
2013). 
Intentions to 
leave 
An employee’s intentions to leave their job or organisation,  
considered to be the best predictor of actual turnover (Griffeth, Hom, 
& Gaertner, 2000). 
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12 Chapter 1: Introduction 
Chapter 1: Introduction 
1.1 THE THIRD SECTOR 
The economic structure of modern western society is comprised of the three major 
organisation types: private for-profit organisations – the First Sector; public government 
organisations – the Second Sector; and nonprofit organisations – the Third Sector (Lyons, 
2001). In Australia, the First Sector employs approximately 8.6 million people, which is 
around 75% of the Australian workforce. The Second Sector employs nearly 2 million 
employees (approx. 16.4%), and the Third Sector employs more than 889,900 people or 
8.6% of the Australian workforce (ABS, 2009, 2013; Australian Institute of Company 
Directors, 2012). The overall contribution of the Third Sector to Australia’s economy is 
estimated at $55 billion with the economically significant Third Sector organisations that 
employ staff contributing nearly $43 billion to Australia’s GDP in 2006-07 (ABS, 2014; 
Productivity Commission, 2010).  
The Third Sector incorporates a wide diversity of institutions, organisations and 
activities that support or advance individual and community wellbeing, education, health, 
disability, welfare, housing, employment, environment, animal welfare, religion, arts, 
sport and recreation, and overseas aid (Anheier, 2014). It includes organisations that 
address economic development, community capacity building, and environmental 
sustainability. These organisations play important social roles as they address a broad 
spectrum of social issues and causes, and aim to benefit individuals, communities and 
society as a whole. Therefore, the sector has an essential niche, providing invaluable 
services within the economic and, particularly, social structures of society (Anheier, 
2014; Edwards & Hulme, 1996; Salamon, Sokolowski, Haddock, & Tice, 2012).  
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The first non-profit organisations were formed in Australia between 1810 and 1819 
(ABS, 1999), founded by philanthropists with religious and ethical motivations to address 
societal issues and needs. Increasingly, organised charitable activities became lawful and 
regulated by federal and state governments in an effort to track the shifting flows of 
philanthropic capital and activities (Powell & Steinberg, 2006). Since the 1970s Australia 
has seen government taking on a much greater role in funding nonprofits, particularly 
human services. Increased public support for nonprofits providing professional services, 
and governments wanting to play a considerable role in shaping the environment in which 
nonprofits operate may be why direct government funding of nonprofits is now 
substantial (currently $25.5 billion) (Productivity Commission, 2010; Smyth, 2008).  
Salamon (2001) believes the Third Sector has increased in significance over the 
past 30 years due to this increased amount of government funding provided to nonprofit 
organisations and also the failure of society and government to provide certain goods and 
services to citizens. Additionally, the invention and widespread use of information 
technology, combined with the expansion of literacy and communications, have made it 
far easier for people to organise, mobilise and participate in causes and movements than 
ever before. These developments have led to the emergence of an organised nonprofit 
sector that has quietly taken its place as a major economic, as well as social and political, 
force in nations throughout the world (Salamon, 2001). 
1.2 THE CONTEXT OF THE STUDY AND PROBLEMS 
1.2.1 Change in the Third Sector 
Whilst there are differences between the objectives and structures of the three 
sectors (First, Second and Third), adaptability and change are accepted certainties for all 
organisations. It is commonly accepted that change is an organisational, social and 
economic necessity (Beckhard & Harris, 1977; Egan, 1996; Kotter, 1996; Lippet, 
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Watson, & Wesley, 1958; Rogers, 2003; Ulrich, 1997). Private and public organisations 
are continually faced with the need to change in order to sustain their competitive 
advantage (Kwahk & Lee, 2008) and, likewise, nonprofit organisations are facing 
unprecedented change as a result of both significant growth and pressure to have an 
increased focus on innovation, public accountability and organisational effectiveness 
(Cleary, 2003). Further, the increased status and economic significance of the Third 
Sector over the past few decades has resulted in wide acceptance that these organisations 
should pursue organisational excellence, demonstrated by a high level of relevance and 
effectiveness, financial success and organisational growth (Connolly & Klein, 1999; 
Pagnoni, 2013). Higher expectations and standards cause many nonprofit organisations to 
undergo and experience considerable change as they increasingly look for ways to 
maintain focus on their mission, yet operate in more accountable, competitive and 
businesslike ways (Goerke, 2003). The growth and influence of the Third Sector explains 
the increased and sustained need for organisational adaptation (Valentinov, 2010).  
 The organisational changes taking place in the Third Sector range from small 
(incremental) to large (transformational) changes. They include a more educated and 
regulated workforce and new technology (Hoag & Cooper, 2006), evolving government-
Third Sector relationships (Phillips & Smith, 2011), increased competitive tendering, 
compliance and legal requirements, new marketing and campaigning strategies, and 
increased revenues and commercial activity (Shilbury & Moore, 2006). Additionally, 
recent research relating to fundraising within the sector suggests that what might have 
been a well-rounded skill set for nonprofit leadership roles a decade ago is arguably 
changing. This is because of an altered funding landscape where there is “more 
competition for the community purse” (Scaife, Williamson, & McDonald, 2013 p.3) and 
organisations cannot quickly and effectively attract new revenue streams (Deloitte, 2012). 
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Scaife et al. (2013) argue that against a backdrop of more need and more potential, 
fundraising that focuses on relationships not transactions, leadership engagement, and 
building an internal culture of philanthropy within organisations can reduce the high 
turnover of fundraisers. They suggest that lowering staff turnover and boosting an 
organisation’s fundraising capacity can increase philanthropic returns and organisational 
sustainability (Scaife, et al., 2013). 
Changes are also affecting the way that nonprofit organisations measure their 
outcomes and impact. Organisations are now more focussed on understanding what 
difference they make in meeting social need in order to improve their effectiveness and 
gain more support from funders and the community. A recent report published in the UK 
identified that “At a time when extra financial resources to achieve more outcomes are 
unlikely to be forthcoming, making the resources we have work harder and more 
effectively is a must” (Ógáin, Lumley, & Pritchard, 2012). The consequence of this 
increased focus on impact measurement is important for nonprofits working hard in 
challenging economic conditions. Organisations are now trying to up-skill and resource 
their staff to enable them to conduct social research and impact measurement. They are 
advocating for more funding to be directed towards research, and they are beginning to be 
more transparent when reporting outcomes. These changes in how nonprofit 
organisations measure their impact are creating a large shift in the way organisations see 
their ability to transform the sector, and achieve its true potential to change lives and 
society (Ógáin, et al., 2012). 
Around the world there has been increased pressure to improve public transparency 
while maintaining the independence of the Third Sector (Ebrahim, 2010; Independence 
Panel, 2013; Ostrower, 2007; Teen, 2013). To address these issues in Australia, the Third 
Sector is experiencing legislative reform. The Australian Charities and Not‑for‑profits 
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Commission (ACNC) was the centrepiece of a broad range of reforms to the regulation of 
not-for-profits (NFPs) implemented by the Labor Australian Government from  
2007 to 2010. This government developed and passed the Australian Charities and Not-
for-profits Commission Act 2012 and the Australian Charities and Not-for-profits 
Commission (Consequential and Transitional) Act 2012, which came into effect in 
December 2012. They also changed the definition of a charity in Australia and passed the 
Charities Act 2013, which commenced in January 2014. This Act sets out the definition 
of charity and charitable purpose that is being used to determine whether an entity is 
considered charitable. The introduction of the ACNC was designed to give the sector a 
national regulator. The key roles of the ACNC are (a) to maintain, protect and enhance 
public trust and confidence in the sector through increased accountability and 
transparency; (b) to support and sustain a robust, vibrant, independent and innovative not-
for-profit sector; and (c) to promote the reduction of unnecessary regulatory obligations 
on the sector (Commonwealth of Australia, 2014). These legislative changes in Australia 
have introduced new governance standards for organisations to comply with and there is 
a more responsive government approach to charities that may not be meeting their legal 
obligations. Additionally, to increase the Third Sector’s transparency, there is now more 
information available to the public about organisations. These reforms have been largely 
supported by nonprofit organisations who recognise the value of an effective, sector-
centred, streamlined and proportionate regulatory regime (Tomkinson, 2014). However, 
the changes are being introduced when there are increasing demands from funders and 
higher community expectations. There is increased competitiveness for scalable social 
initiatives in areas such as housing, employment and other services, and there are 
increasing costs associated with the requirements to conduct charitable fundraising 
(Community Council of Australia, 2014).  
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In addition to these reforms, Fair Work Australia has recently awarded significant 
pay increases to some employees in the sector. The pay increases of between 23 and 45 
percent are being phased in over eight years starting from December 2012. While pay 
increases within the sector are a positive move, it has been argued that organisations now 
face increased costs that they have to meet themselves without government assistance. 
This is impacting on the number of employees that organisations can employ, the amount 
of hours employees are given, and the training and development opportunities provided to 
employees. It has been suggested that each of these factors is affecting employees’ job 
satisfaction and retention rates (The Not-for-Profit Reform Council, 2013). 
The new legislative requirements, increased government funding, the demand for 
more efficiency and increasing community expectations, mean that organisations in 
Australia and around the world are divided about whether the changes represent threat, 
disorientation and upheaval, or growth, opportunity and innovation (Chapman, Brown, & 
Crow, 2008; Chapman et al., 2010; Woodward & Buchholz, 1987). Some authors believe 
that the changes have the potential to dramatically alter the character and culture of a 
nonprofit, and make it more bureaucratic, threatening creativity, commitment and 
organisational identity (see Leiter & Newton, 2010; Lewis, 2005). Conversely, there are 
concerns that the Third Sector is changing too slowly and inadequate government reforms 
are leaving some countries with a restricted and inflexible sector that needs to be more 
nimble and effective at social innovation if it is to thrive and survive (Phillips & Smith, 
2011). It has been argued that these dramatic and ongoing changes have created a tension 
between the traditional nonprofit values such as compassion, pluralism, diversity, and 
social purpose (Goldberg, 2003), and nonprofits’ ability to adapt and respond to the 
changing ‘business’ environment in which they operate (Parsons & Broadbridge, 2004). 
In the climate of increasing accountability, and the need for nonprofits to think, work and 
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market themselves in a way that is different from government and for-profit organisations 
(Goerke, 2003), there is, nevertheless, pressure to become more creative, businesslike and 
innovative to gain a competitive advantage. This change has been referred to as 
‘marketization’ of the nonprofit sector (Salamon, 1997), or the creation of a new 
landscape that could be forcing organisations to compromise the very assets that made 
them so vital to society in the first place (Ryan, 1999). There are very limited studies in 
the literature of the tension created by this on-going marketization of nonprofit 
organisations but there are suggestions that nonprofit leaders need to carefully manage 
change, so they do not erode their ability to do the very things that funders, employees 
and the community want them to do – to connect, to care, and to challenge (Stewart-
Weeks, 2004). 
In summary, there is evidence that the changes taking place across the Third Sector 
are challenging the way nonprofit organisations operate. The literature suggests that for 
organisations to survive, they must be ready and willing to adapt to change and create 
organisational cultures which retain satisfied and adaptable employees (e.g. Crane, 1995; 
Linnenluecke & Griffiths, 2010; Wanberg & Banas, 2000). Consequently, a detailed 
understanding of the Third Sector and human service organisations is extremely 
important to ensure adequate sustainability of these organisations. 
1.2.2 Nonprofit sustainability  
Linnenluecke and Griffiths (2010) have highlighted corporate sustainability as an 
emerging and important concept with Weerawardena (2010) suggesting sustainability is a 
central issue for nonprofit leaders. Sustainability has been linked in the literature 
concerning private and public organisations to environmental integrity, social equity, 
economic prosperity and the need to manage resources and business relationships 
effectively (e.g. Korte & Chermack, 2007; Linnenluecke & Griffiths, 2010). It has also 
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been described as the practices and leadership that drive fundamental changes in culture, 
structure and operations that ensure the organisation’s long term legitimacy and viability 
(Azapagic, 2003; Berger, Cunningham, & Drumwright, 2007). An example is provided 
by Dunphy (2000) who suggests that research has found committed and loyal employees 
are far more motivated to contribute to their organisation, with 91 percent stating that 
they are motivated to help their company succeed, compared to just 48 percent who are 
not committed. He argues that organisational performance and sustainability is based on 
the integration of human resource management with product and market strategies 
(Dunphy, 2000). 
In the Third Sector sustainability has been related to the ability to adapt and change 
to the wide range of changing demands and expectations from the community, funders 
and donors (Anheier, 2000; McGregor-Lowndes, 2008). Weerawardena et al. (2010) 
suggest that to be sustainable organisations need to balance “mission and money”  
(p. 347). They argue that this pressure is driving nonprofits to focus on organisational 
sustainability at both the operational and strategic management level. This includes the 
investment in human potential and capital, learning and education, human and 
environmental welfare and wellbeing, and improved employees’ satisfaction, 
commitment, and productivity (Daily & Huang, 2001; Linnenluecke & Griffiths, 2010).  
Given that nonprofit organisations work within operational and environmental 
constraints that are more complex than those faced by private corporations, and more 
opaque then those confronted by the government sector (Frumkin & Andre-Clark, 2000), 
it is possible that effective human resource management could play an even greater role 
in maintaining the sustainability of Third Sector organisations, compared to private and 
public organisations. This is because of the reliance of nonprofit organisations on their 
staff, whose workplace motivation is to a larger extent based upon their acceptance of 
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organisational goals, principles and culture (MorBarak, Nissly, & Levin, 2001). These 
challenges are increased when there are other trends occurring within the workforce itself 
that are placing pressures on the sector. These include the ageing population and changes 
to volunteer demographics, both of which have ramifications within the nonprofit 
workforce (The Not-for-Profit Reform Council, 2013). 
Despite the fact that Third Sector organisations continue to seek and adopt 
strategies aimed at building sustainable organisations in order to pursue their social 
missions, unfortunately only limited and rather fragmented research has been undertaken 
about Third Sector organisational sustainability (Dart, 2004; Goerke, 2003; 
Weerawardena, et al., 2010). This lack of research means that there are no guarantees that 
nonprofit managers can simply expect popular management theories and tools used 
within the private and public sectors to work and be applicable in nonprofit organisations 
(Frumkin & Andre-Clark, 2000). Further research is required to properly study Third 
Sector sustainability, such as change management and human resource management. One 
problem for managers and leaders within the Third Sector is that the literature about 
change, organisational culture, employee job satisfaction and turnover is fragmented and 
under developed, and that research tools have not been adapted for use in the nonprofit 
domain (Newton, 2007; Ostroff, 1992; Ritchie, 2009; Teegarden, Hinden, & Sturm, 
2010). More meaningful evidence-based research that can be used by the Third Sector as 
an opportunity for reflection, communication, learning and change is required (Forbes, 
1998; Weerawardena, McDonald, & Mort, 2010).  
1.2.3 Human service organisations and staff turnover and retention 
For many years sustainability in human service organisations has been linked with 
the rate of staff turnover and retention (Guilding, Lamminmaki, & McManus, 2014). 
Although the official rate of turnover in the Third Sector in Australia is unknown, it is 
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thought to be around 10-20 percent (D'Arcy, Gustafsson, Lewis, & Wiltshire, 2012; 
VCOSS, n.d), compared to the UK rate of around 20 percent (Agenda Consulting, 2010) 
and 17-40 percent in US nonprofit organisations (McGowan, Auerbach, Conroy, 
Augsberger, & Schudrich, 2010; Nonprofit HR, 2013). These turnover rates have been 
found to be costly and detrimental to the organisation. For example, not only does the 
organisation lose valuable knowledge and skills, it is estimated that employee turnover 
costs organisations 30 to 50 percent of the annual salary of entry-level employees, and 
around 250 percent for managers or specialised employees (Hester, 2013). Turnover can 
also have a negative effect on service delivery quality, safety, team relationships, 
workplace efficiency and productivity (Bott, Gajewski, Thompson, & Tilden, 2012; 
Gilchrist, Colleran, & Morris, 2010; Huselid, 1995; Li & Jones, 2013). Given that 
nonprofit organisations provide services that are labour intensive, and they have limited 
budgets and time to spend on retention management, the impact of staff turnover is 
considered to be more profound than what might be experienced in other sectors 
(ACOSS, 2011). For these reasons growing attention is being paid to turnover and staff 
retention by nonprofits (e.g. Akingbola, 2004; Ban, Drahnak-Faller, & Towers, 2003; 
Guo, Brown, Ashcraft, Yoshioka, & Dong, 2011). It is however, still an understudied 
topic in the Third Sector, which is concerning given that employee turnover and poor HR 
management stretches the resources of organisations and undermines the effectiveness of 
community services (Akingbola, 2004). 
Retention management describes strategies that organisations use to not only retain 
employees, but retain those who are not predominantly driven by financial rewards, but 
are engaged, adaptable and productive (Guo, et al., 2011; Horwitz, Chan, & Hesan 
Ahmed, 2003). Employee retention is considered beneficial for the organisation as well 
as the employee (Laddha, Singh, Gabbad, & Gidwani, 2012) and while there are a 
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number of ways to increase staff retention, job satisfaction has been found to play a major 
role in reducing the high level of staff turnover in Third Sector organisations (Singh & 
Loncar, 2010).  
It could be argued that employee turnover and retention are two of the major factors 
that have the capacity to significantly impact on organisational sustainability (Capko, 
2001; Garner & Hunter, 2013; MorBarak, et al., 2001; Taylor, 2002). With turnover 
intention (a conscious intention to leave the organisation) recognised as a reasonable 
indicator for actual turnover, and turnover being economically and practically costly to an 
organisation, employee retention is an important criterion for organisations who wish to 
be sustainable. Consequently, the current study explores two employee outcomes, job 
satisfaction and intentions to leave. These indicators are used in the assessment of the 
relationships between perceptions of organisational cultures and employee change 
readiness.  
1.2.4 Links between change readiness and organisational culture 
In order to drive successful change it has been identified that the organisation’s 
human resources (employees), and the organisational culture that gives the organisation 
its character, are of vital importance (Huselid, 2005). The literature suggests that for 
nonprofit organisations to be viable and sustainable in a time of constant change, they 
must be ready and able to adapt within the context and environment that nonprofit 
organisations operate and the sector’s related value systems. 
Change readiness is a concept and theory often used by researchers and 
practitioners interested in facilitating a planned change within an organisation. Change 
readiness is a positive or negative evaluative judgment about change, that is, an attitude 
towards change (Bouckenooghe, 2010; Rafferty, Jimmieson, & Armenakis, 2013). It is 
commonly believed that when readiness exists, resistance to change is reduced, and 
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adoption of the change begins, followed by a change commitment and, subsequently, 
institutionalisation (Armenakis, Harris, & Feild, 2000). 
Change managers commonly agree that understanding change readiness supports 
optimal change management strategies and approaches. That is why, as explained in more 
detail in the literature review (Chapter 2), change readiness has been under intense study 
as the major condition for good change management in private and public sector 
organisations. Extensive research has been conducted showing the links between change 
readiness and affective commitment to change (Al-Abrrow & Abrishamkar, 2013; Neves, 
2009), culture and job satisfaction (Jones, Jimmieson, & Griffiths, 2005; McNabb & 
Sepic, 1995), innovation (Taft & Stearns, 1991), organisational justice and trust (Ranta, 
2011; Shah, 2011), social identity theory, communication and participation (Jimmieson, 
Peach, & White, 2008), supervisor and peer relations (Shah & Syed Ghulam Sarwar, 
2010), turnover intentions, openness to change and commitment to change (Chawla & 
Kelloway, 2004; Lines, 2004). A comprehensive model identifying four key factors 
influencing readiness for change – change content, change process, internal context, and 
individual characteristics – was developed by Holt, Armenakis, Harris and Feild (2007c) 
and then extensively used or adapted in the contexts of private and public sector 
organisations (e.g. Al-Abrrow & Abrishamkar, 2013; Andersen, 2008; Gemmil, 2012; 
Naccarato, 2013; Paré, Sicotte, Poba-Nzaou, & Balouzakis, 2011; Ranta, 2011). At the 
same time, only limited studies about change and change readiness have been undertaken 
in the Third Sector. Ritzel (2010) tested to see if training increased employee change 
readiness, but the research only made a rather limited finding that employee training had 
no significant effect on change readiness in nonprofit organisations. Trzcinski and 
Sobeck (2008) examined the relationship between program development capacity and 
readiness for change and found that program development capacity and readiness for 
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change are mutually enforcing processes. Neither of these two studies used the change 
readiness model developed by Holt et al. (2007a) and there is no further evidence that 
change readiness has been studied in the context of nonprofit organisations.  
Despite extensive research on the topic of change management, there continues to 
be a high rate of failure in managing change successfully (Kotter, 2005). Researchers 
believe this is because managing change is complex and heavily influenced by the 
organisation’s culture and ability to manage the change. The provision of accurate 
information about change, and involvement of employees in the decision-making process 
through a variety of flexible consulting and advisory structures, have been cited as 
examples of good change management that ensures higher change readiness and 
acceptance, job satisfaction and perception of involvement among employees (Baker, 
2009; Lok & Crawford, 2004; Wanberg & Banas, 2000; Weiner, 2009). It has also been 
suggested that change managers need to focus on the culture of the organisation because 
the organisational culture powerfully influences how people think, interact, communicate 
and behave together (Deal & Kennedy, 1982; Gibbs & Cooper, 2011). Culture is seen as 
among the factors having the greatest impact on acceptance of the organisational change 
message, but it is often overlooked when managing change (Anderson & Anderson, 
2010; Smeltzer & Zener, 1995). To this end, adequate management and use of 
organisational culture during a change is an essential part of change management. 
However, only limited analysis of nonprofit organisational culture has been undertaken 
(Jaskyte & Dressler, 2005).  
The Competing Values Framework (CVF) (Quinn & Rohrbaugh, 1983) is one of 
the most influential models used in the area of organisational culture research (widely 
used in the public and private sectors), but there are only two studies that apply the CVF 
within a nonprofit context . The CVF has been used by Shilbury and Moore (2006) with 
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sporting organisations and Newton (2007) in human service organisations; however, both 
these papers highlight significant limitations of the CVF instrument for the analysis of 
culture in Third Sector organisations because the instrument was only designed for 
private and public organisations  (Lamond, 2003; Ostroff, Shin, & Kinicki, 2005; Quinn 
& Rohrbaugh, 1983), without consideration for nonprofit cultures. Therefore, it is not 
known if the CVF instrument is applicable for the Third Sector, or what type of effect the 
culture has on nonprofit employee attitudes and outcomes. This constitutes a significant 
knowledge gap in our understanding of Third Sector organisational culture. Research is 
needed to properly identify a comprehensive set of culture elements within these 
organisations, including any possible differences from the private and public sectors.  
An association between change readiness and organisational culture has been 
suggested by Anderson and Anderson (2010), who argue that a change management 
strategy should reinforce an organisation’s desired culture whilst taking into account 
employees’ emotional readiness (internal) for change and the available workload and 
resources (external) that they can expend without negatively impacting operational 
performance (Anderson & Anderson, 2010). This assertion has not been tested with 
nonprofit organisations. There are only a few studies about Third Sector culture and 
change more generally, including a study examining the relationship between 
organisational culture, innovation and performance in US nonprofit human service 
organisations (Jaskyte & Dressler, 2005); an assessment of the cultures found in human 
service organisations (Agbrenyiga, 2011); a study of the role of employee commitment in 
the success of organisational change (Parish, Cadwallader, & Busch, 2008); an analysis 
of organisational change management in response to decreased funding and client losses 
(Medley & Akan, 2008); and an investigation into the culture of learning and 
development in five nonprofit organisations to assess whether there was a relationship 
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between learning and transformative change (Bess, Perkins, & McCown, 2010). The 
concern is that none of these papers specifically measured change readiness or the 
relationships between organisational culture, change readiness, and employee outcomes 
such as job satisfaction and intentions to leave.  
The literature review (Chapter 2) suggests that there is a gap in the existing 
knowledge about change readiness in the Third Sector, which may significantly impede 
evidence-based decision-making and optimal development and adaptation within 
nonprofit organisations. These knowledge gaps leave Third Sector organisations exposed 
to potential change mismanagement and the inability to remain sustainable. This 
demonstrates the urgent need for research that includes the design of reliable 
measurement instruments for the analysis of the impact of culture on managing change in 
Third Sector organisations. 
1.3 AIMS OF THE THESIS 
This research aims to make a significant contribution to the sparse research that 
currently exists about organisational culture, change readiness and employee job attitudes 
within the Third Sector. Specifically, it fills a gap in the literature by investigating the 
relationships between nonprofit human services organisational culture, employees’ 
change readiness and employee job satisfaction and intentions to leave the organisation. 
This thesis aims to provide researchers and practitioners with insight, knowledge and 
practical recommendations about organisational culture and the factors that influence 
change readiness.   
 The specific aims of the thesis are: 
1. to test and validate an instrument that examines the key factors that promote 
change readiness; 
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2. to test and validate an organisational culture tool to enable diagnosis of the 
cultures that describe large Third Sector organisations providing human 
services; 
3. to understand the effect of organisational cultures on nonprofit employees’ 
change readiness; and 
4. to explore the influence of organisational culture and change readiness on job 
satisfaction and intentions to leave (employee turnover). 
 By addressing these aims, the thesis makes three contributions. First, it provides 
empirical evidence about two measurement tools. The first is based on the Competing 
Values Framework developed by Quinn and Rohrbaugh (1983). It was originally 
developed for use in the First Sector but this thesis uses it to assess Third Sector human 
service organisational cultures. The second tool uses prior theory developed by Holt, 
Armenakis, Feild, and Harris (2007a) to measure employees’ change readiness within the 
workplace. This is the first time this framework has been tested empirically and 
theoretically in the Third Sector. Second, this research is the first study that uses a 
quantitative research approach to explore culture, change readiness, and employee job-
related attitudes in a number of large human service nonprofit organisations. 
Methodologically, the research broadens the domain of organisational culture to 
explicitly encompass values found in the nonprofit sector, and it uses various analytical 
tools, including confirmatory factor analysis and path analyses to identify patterns of 
consistency in the data. This means the results of the study are relatively generalizable 
and offer important new information for all Third Sector organisations that are 
experiencing change and growth. 
 Finally, this thesis can inform policy and practice by giving organisations 
information about employee job satisfaction and turnover. It gives nonprofit managers 
empirical evidence about strategies that can increase employee retention and the 
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organisational cultures that are conductive to increasing job satisfaction and lowering 
turnover. The availability of this information will have a substantial impact on individual 
organisations and the Third Sector as a whole, enabling nonprofits to become more 
effective in their human resource management practices. 
1.3.1 Participants 
Study 1 collected data from employees working in three large Queensland-based 
nonprofit organisations providing human services (dataset 1). Study 2a and 2b used data 
collected from employees working in another three large Queensland-based nonprofit 
organisations providing human services (dataset 2). In total six organisations and 953 
employees (direct service providers, management, administration and finance staff) 
participated.  
The participating organisations were chosen for this study as human service 
organisations that employ people have a significant economic and social impact on 
society (ABS, 1999). To ensure these organisations become sustainable, it is important to 
understand their culture and employee attitudes. They were also chosen because they are 
all experiencing considerable growth and change, and employ more than 650 employees. 
Therefore, it was felt that their employees would be suitable participants for this research.  
The organisations were all identified as being within the Third Sector because they 
have an institutional identity but are non-profit-distributing, i.e. they can earn profits but 
they do not distribute them to their directors or members. While these organisations are 
not owned or operated by government, all of them receive a percentage of their income 
from grants and funding from state and federal government to provide health, welfare and 
community services.  
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1.4 STRUCTURE OF THE THESIS 
The structure of the thesis is described in the logic model (Fig. 1.1). The thesis 
presents a literature review and then three separate but interrelated studies that were 
conducted as part of the thesis. They were the critical phases required to address the 
research aims. The research collected two datasets, both from three large nonprofit 
organisations. The first dataset was collected to conduct the pilot study of the two key 
instruments being tested and validated in Study 1. The second dataset was used to 
conduct the quantitative analyses techniques in Studies 2 and 3 and test the hypotheses 
developed for these studies. 
In this first chapter, the context of the study will be outlined, including introductory 
comments about change in the Third Sector, nonprofit sustainability and managing 
change.  
Chapter 2 begins by providing information about the change taking place in the 
Third Sector. The chapter then provides an overview of the literature related to change 
readiness and organisational culture, and their relationship with employee attitudes and 
outcomes. The framework for the thesis is described. 
Chapter 3 (Study 1) assesses and develops the culture and change readiness 
instruments. The chapter includes the methodology, participants of the study (dataset 1), 
statistical analyses conducted and the findings of the study. 
Chapter 4 (Study 2a) conducts quantitative analyses to determine if the perception 
of different culture types have an effect on change-related and job-related attitudes. The 
chapter includes the methodology, participants in the study (dataset 2), hypotheses testing 
and results. 
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 Chapter 5 (Study 2b) uses dataset 2 to conduct further analysis using Structural 
Equation Modelling (SEM) to assess the direct and indirect effects between the variables 
being examined. The chapter includes the methodology and hypotheses that were 
developed for Study 2b. It concludes with the results and implications of the findings. 
Chapter 6 summarises the findings, contribution of the research, and the theoretical 
and practical implications. 
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Figure 1.1. Research Design Logic Model 
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1.5 SUMMARY OF CHAPTER 1 
 This thesis aims to address an important gap in the literature and offer a significant 
contribution to the sector by exploring change readiness, job satisfaction and intentions to 
leave as a function of employee perceptions of nonprofit organisational culture.  
As the Third Sector is growing in size and diversity in Australia and around the 
world, new empirical evidence about ways to retain satisfied and committed employees 
(Gaskin, 1999) could be enormously important for nonprofit effectiveness and 
sustainability. The results of this research may help organisations to take practical steps 
to create a culture that retains a satisfied and adaptable workforce that is ready for 
change, ultimately allowing nonprofit organisations to advance their mission and improve 
organisational and community wellbeing (Salamon, et al., 2012). 
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Chapter 2: Literature Review 
2.1 INTRODUCTION 
The purpose of this chapter is to provide an overview of the literature in relation to 
the focus of the study and to situate the research being undertaken within the existing 
body of change readiness and organisational culture literature. The chapter also reviews 
job satisfaction and intentions to leave and some studies that show a relationship between 
change readiness, organisational culture, and these job-related attitudes.  
To achieve the purpose of the chapter, the existing literature relating to 
organisational change is reviewed, with special attention to how change affects 
individuals and how the construct ‘change readiness’ is defined and measured in the 
literature. Following this, the chapter defines organisational culture, the elements that are 
thought to create culture, and the role culture plays in achieving organisational outcomes. 
It describes in detail the CVF, a model frequently used to assess organisational culture. 
Importantly, the literature review establishes that organisational culture helps us to 
understand employees’ behaviour and is the setting in which they define their 
environment, express their feelings and make judgements (Alvesson, 2002). The chapter 
concludes describing a theoretical framework which guided the focus of studies 1, 2a and 
2b. 
 The entire body of the change management and organisational culture literature is 
large, so given its size this literature review is a critical analysis of the relevant business 
and management literature specific to the constructs being explored in this research. It 
highlights many studies that have been completed in the private and public sectors and 
describes the limited number of studies completed in the Third Sector. 
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2.2 THE THIRD SECTOR 
The Third Sector is a growing and influential group of organisations that meet a 
range of social, environmental or cultural objectives and as Lyons (2001) explains, are 
motivated by religious belief, secular ideologies, economic self-interest, the desire to 
socialise and recreate by sharing enthusiasms, evangelists of existing nonprofits, and 
government encouragement and finance.  
Around the world the Third Sector has experienced some significant change. Some 
of the significant changes include improving the organisation’s performance and having 
to compete much harder for community and corporate support in a tight fiscal 
environment (Scaife, et al., 2013). The strained funding environment has led the sector to 
look for alternative sources of funding and financial security. Today, there is growing 
interest in new fundraising approaches such as crowd funding, mobile and on-line giving. 
There is also a rise in social entrepreneurship, community investment, social benefit 
bonds and social enterprises.  
The changing political environment has seen many nonprofit organisations grow 
significantly because of governments outsourcing and/or funding Third Sector 
organisations. However, the relationship between governments and nonprofits has also 
changed with the traditional funding agreements moving away from a 'partnership' model 
and becoming increasingly contractual. This has put pressure on nonprofits to measure 
their outcomes and impact in more rigorous and tangible ways, become more efficient 
and up-skill their workforce to make it a more competent, credible and transparent sector. 
These changes bring the added responsibility of government monitoring, evaluation and 
oversight (Soltani, Lai, & Mahmoudi, 2007).  
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The growth of the sector does not mean, however, that nonprofits are thriving or 
working effectively. In reality the changing political landscape, a challenged economy, 
tighter legislative controls and overall competition for a fair share of public giving, means 
that Third Sector sustainability is not assured (Deloitte, 2012). For this reason, there is a 
pressing need to examine nonprofit organisations and learn about nonprofit employees. 
Empirical evidence about how to increase change readiness and job satisfaction within 
the sector will support organisations to retain committed employees who embrace and 
implement change.  
2.3 ORGANISATIONAL CHANGE 
 Psychologists, social scientists and business scholars have taken an interest in 
organisational change because it has become a necessity for organisations who wish to 
survive and be sustainable in the highly competitive and continuously evolving business 
environment (By, 2005). Importantly, it is believed that change promotes and catalyses 
innovation and a healthy economy, and avoids organisational complacency (Management 
Extra, 2007; Tan, 2006). 
Organisational change has been the subject of formal research since the 1950s when 
Kurt Lewin (1951) suggested that there should be a planned strategy that assisted 
organisations to adopt change. Over the years numerous studies have attempted to 
understand organisational change in more detail with the hope of finding a formula that 
allows organisations to implement workplace change successfully.  
 Smith and Graetz (2011) describe a rationalist approach to organisational change in 
terms of the gap between what an organisation’s leaders see as the current position and 
precisely where they would like the organisation to be at the end of the change process: 
“The difference between the two positions then dictates the requirements for change” 
(Smith & Graetz, 2011 p.42). Van de Ven and Poole (2005, p. 512) define organisational 
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change as “an empirical observation of difference in form, quality, or state over time in 
an organizational entity. The entity may be an individual's job, a work group, an 
organizational strategy, a program, a product, or the overall organization.” This suggests 
that change can occur in multiple modes and forms and on multiple levels. It can happen 
at difference paces, for different reasons and have both positive and negative 
consequences, which indicates that change comes with a price tag (Lee & Alexander, 
1999). Businesses have come to realise the importance of innovation and change for 
survival and sustainability (Hage, 1999). Therefore, most organisations embark on 
change because they believe change will benefit their organisation. Studies indicate that 
for organisations to be more successful, change must be used to modify or create 
strategies, policies, procedures, internal operations, products or services for an 
organisation (Nutt, 1993). Furthermore, it has been suggested by DiBella (1992) that if 
nonprofit organisations want to achieve sustainability they must become more productive 
and accountable entities, constantly responding to their internal and external 
environments and stakeholder needs. 
2.3.1 Theoretical perspectives about organisational change 
 The pace of change in organisations can be episodic, discontinuous or intermittent, 
continuous, evolving and incremental (Weick & Quinn, 1999). The size of change has 
been called developmental (making improvements to current practice), transitional 
(replacing existing practices with new practices) or transformational (completely 
reshaping strategy and practices, often resulting in a shift in organisational culture). It can 
occur at multiple levels, such as the individual, team, or organisational level of analysis 
(Klarner, 2010). Weick and Quinn (1999) explain that the rate and size of change often 
depends on the perspective of the observer. Some observers may see workplace change as 
continuous and evolutionary, whereas others, especially those who are responsible for 
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implementing change, may see it as planned and episodic. They compare ‘episodic’ and 
‘continuous’ change and describe episodic change as change created by intention – often 
known as ‘planned’ change. It is strategic, deliberate and more formal than continuous 
change as it has to be initiated and implemented. Weick and Quinn (1999) suggest that an 
ideal and successful organisation has both continuous and planned change taking place, 
with well-defined responsibilities and flexible processes that enable internal change to 
respond to the fast-changing external environment (Weick & Quinn, 1999). 
The consequences of change can be both positive and negative and include 
enhanced growth, increased efficiency and effectiveness, and/or enhanced risk and 
uncertainty, stress and turnover. The constructs frequently studied in the literature include 
change readiness, commitment to change, openness to change, cynicism about change, 
resistance to change, willingness to change, and receptivity to change (Choi, 2011; Oreg, 
Vakola, & Armenakis, 2011). Given that there are so many different perspectives and 
factors related to the study of organisational change, it is important to narrow the topic 
down to what can provide a sound theoretical basis for the conceptual framework that 
will be used in this study.  
2.3.2 Planned organisational change 
  The planned approach to implementing and managing change is a popular and 
long-established perspective. Planned organisational change owes its major theoretical 
origins to the field of organisational development, which is based largely on the theory 
and applications of Lewin’s (1951) three-stage change model (Medley & Akan, 2008). 
Lewin (1951) is often described as the founder of social psychology because his work 
was inherently about group dynamics, action research and creating social change. 
Lewin’s concern for social change led him to develop a three-step model of how to 
change the behaviour of a group or organisation (Ramage & Shipp, 2009). The three 
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stages of change were (a) unfreezing, (b) moving and (c) refreezing. Some researchers 
and practitioners believe that this three-stage model is a simple yet practical tool and 
guide that explains what must happen in the change process. As a consequence Lewin’s 
model has been widely applied in organisations especially as an action research process 
(Bargal, 2008; Botelho, Kowalski, & Bartlett, 2013; Dickens & Watkins, 1999). 
However, Lewin’s theory has also been criticised because of its simplicity in such a 
complex and turbulent modern society where organisations experience constant change 
(Dent & Goldberg, 1999; Palmer & Dunford, 1996). Lewin’s work has been expanded 
and modified over the years by authors such as Lippet, Watson and Wesley (1958), 
Beckhard and Harris (1977), Egan (1996), Kotter (1996), Ulrich (1997) and Rogers 
(2003). Three of the most popular models developed by Lewin (1951), Kotter (1996) and 
Ulrich (1997) can be seen in Table 2.1. 
Table 2.1. Comparison of Lewin, Kotter’s and Ulrich’s phases of change 
 
 
The planned change model developed by Kotter (1996) suggests that there are eight 
phases that organisations must go through to ensure their change process is successful. 
They are establishing a sense of urgency, creating a guiding coalition, creating a change 
vision, communicating the vision for buy-in, empowering broad-based action, creating 
short-term wins, consolidating change and then incorporating changes into the culture. 
Kotter (2007) believes that these steps can guide managers through the change process 
Stage  Lewin’s Model 
(1951) 
Kotter’s Model (1996) Ulrich’s Model (1997) 
1 Unfreezing  Establish a sense of urgency Lead change 
2 Create a guiding coalition Create a shared need 
3 Create a change vision  Shape a vision 
4 Communicate the vision for buy-in Mobilise commitment 
5 Moving  Empower broad-based action Change systems and 
structures 
6 Generate short-term wins Monitor progress 
7 Consolidate change  Make change last 
8 Refreezing  Incorporate changes into the culture 
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even when it is messy and full of surprises. Kotter suggests that to ensure success, 80 
percent of change management must be the responsibility of the leaders to plan, budget, 
organise and problem-solve (Kotter, 2005).  Appelbaum, Molson, Habashy, Malo, and 
Shafiq (2012) state that there is still significant support for Kotter’s theory especially 
from those who are attempting to implement and manage change. However, the authors 
warn that there are several limitations of the model which include its inflexibility, 
irrelevance in some contexts, and lack of detail given the complexity of most change 
initiatives. Due to these limitations, Appelbaum et al. (2012)  argue that it should not be 
considered as something that guarantees success.   
The planned change model developed by Ulrich (1997) asserts that to resolve the 
paradox of change, organisations need to go through seven key stages: leading change, 
creating a shared need for change, shaping a vision, mobilising commitment, changing 
systems and structures, monitoring progress and taking steps to make the change last. 
Ulrich (1997) argues that following these stages each time change is implemented will 
dramatically increase the probability of achieving successful change.  
 These three models of how organisations should manage planned change have 
received some criticism in that they are frameworks for the successful implementation of 
a single change and do not take into account the difficulties of employee participation 
(Stevenson, 2003). They do not take into consideration the organisation’s context, the 
organisational culture, and historical and unplanned forces that may subtly precede yet 
perhaps influence a planned change attempt (Burnes, 2004; Greiner, 1967). Other 
perspectives adopt a more long-term view on change or consider change as occurring in a 
continuous, evolving and incremental way (By, 2005; Smith & Graetz, 2011; Weick & 
Quinn, 1999). Despite the criticism, many authors agree that using a planned approach to 
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managing change makes it easier to influence individuals and the circumstances in which 
they operate (Burnes, 1997; Surdu & Potecea, 2012). 
2.3.3 Individuals and change  
 A major criticism of the theories that place their primary focus on ‘the change’ 
itself is that they forget that change is not a simple process because it involves people, 
their reactions, emotions and participation (e.g. Brenner, 2008; Giniat, 2012). This means 
that the reactions and responses of individuals can either help or hinder the change 
process and gaining an understanding of employees’ attitudes toward change can assist 
the change process (Miller, Johnson, & Grau, 1994).   
 According to Bridges (2003), people go through a period of transition when change 
occurs. He argues that this process begins with an ‘Endings’ phase which involves letting 
go of the old way of doing things and understanding what must be relinquished. Then 
they transition through the ‘Neutral Zone’, which is a period of accepting what has ended 
but not yet being fully comfortable or accepting of the new way of doing things. Bridges 
(2003) says this neutral zone can be a time when people feel uncomfortable and confused 
or creative and excited. It is the time when people either resist change or when they see 
the change as an opportunity. When people have made sense of change and are more 
comfortable with what it means for them, they arrive at the third phase of transition, the 
‘New Beginning’. In this final phase people have accepted and embraced a new way of 
doing things. Using Bridge’s (2003) theory, research conducted with graduating nurses 
(Duchscher, 2009) found that nurses often identify their initial professional adjustment in 
terms of the feelings of anxiety, insecurity, inadequacy and instability it produces. 
Duchscher (2009) found that the phases of transition had multiple effects on the nurses 
physically, emotionally, intellectually and socio-developmentally. The effects were both 
expressions of and mitigating factors within the experience of transition. Duchscher 
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(2009) argues that employers should improve the way they prepare and support people 
who are starting work in a dynamic, highly intense and conflict-laden context of 
professional practice. 
 Many other studies also reveal that organisational change can have different effects 
on individuals, with many competing narratives of change often found within the same 
organisation (Buchanan, 2003; Eriksson, 2004). Dresewski (2005) explains that change 
can be perceived by stakeholders as either additive, subtractive or neutral with the 
negative reactions and resistance to change often being due to anxiety. Anxiety can often 
lead to behaviours that work against or resist change, and fear can lead to rumours, 
speculation and ultimately employee turnover (Beckhard & Harris, 1987; Lindena & 
Muschalla, 2007).  
Dahl’s (2011) recent study of the health effects that organisational change has on 
employees, involving 92,860 employees working in 1,517 large Danish organisations, 
found that broad and regular organisational changes are associated with significant risks 
of employee health problems. Employees were more likely to receive stress-related 
medication prescriptions for insomnia, anxiety, and depression if they were employed in 
organisations undergoing change. The author suggests that this psychological impact is 
problematic for organisations, as employees are likely to be less productive or alert under 
such conditions and this can be costly for employers as well as employees (Dahl, 2011). 
The study noted that particularly harmful were periods of overlap between old and new 
ways of doing things when confusion, frustration, and lost productivity occur. Rafferty 
and Restubog (2010), however, suggest that an employee’s perception of the quality of 
information about change can buffer these negative effects and increase affective 
commitment to change. This indicates the importance of good communication during any 
type of change.  
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 Whilst change can clearly have negative effects on employees, a study by Avey, 
Wernsing, and Luthans (2008) conducted with a small sample of US employees suggests 
that employees’ positive attitudes and emotions may be important in countering potential 
dysfunctional attitudes and behaviours relevant for organisational change. The study 
found that psychological capital described as hope, optimism, efficacy, resilience and 
mindfulness are likely to create more engaged and less cynical employees who exhibit 
more organisational citizenship and fewer negative behaviours during times of change. 
The limitation of this study is that it did not establish the causal, directional impact of 
psychological capital and positive emotions. This means it is possible that employees 
were already positive and resilient; it was not that change made them gain positive 
emotions. Another study by Fedor, Caldwell, and Herold (2006), conducted with 806 
employees in 32 public and private organisations, found that when considering 
commitment to change at an individual level, the highest level of commitment occurred 
when there was a considerable amount of change at the group level that was judged to 
have favourable outcomes for the group, but where the demands placed on individuals 
were low. Conversely, commitment to change was low when the change was judged to be 
unfavourable for group members, regardless of the extent of work group or individual 
change required (Fedor, et al., 2006; Rafferty, et al., 2013). 
 The literature indicates that on the individual level change can create many 
different emotions and reactions in people such as excitement, commitment, 
aggressiveness, depression or ineffective behaviour (Sorge & Van Witteloostuijn, 2004) 
and that the organisational culture can have a large impact on how individuals cope or 
respond to change (Locke & Guglielmino, 2006). Cultures that enable stakeholders to 
positively embrace change during good times, are also more likely to embrace change 
during turbulent times too (Cameron & Quinn, 2011; Neal, 2008; Weiss, Martin, 
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Deborah, & deGuzman, 1998). These cultures help employees to seek new approaches, 
become innovative and advance themselves towards improvement. Organisations that cut 
communication, filter news and do not have a planned change management process can 
intensify people’s fear and concerns about change.  
 George and Jones (1996) determined that, consistent with research suggesting that 
people in positive moods tend to have higher levels of self-efficacy and are more 
optimistic and action-oriented than people who are not, the relationship between job 
satisfaction and turnover intention was stronger when an employee’s mood was positive. 
It is understandable, then, that if individuals fear or resist change or do not cope well with 
change, this could lead to lower job satisfaction and organisational commitment with 
subsequent higher employee turnover. With organisational commitment being 
consistently related to performance effectiveness and engagement, job satisfaction and 
performance (Petty, McGee, & Cavender, 1984; Sousa-Poza & Sousa-Poza, 2000), lower 
absenteeism and turnover (Rafferty & Restubog, 2010; Yücel, 2012), it is clear that 
organisations should focus on reducing resistance to change by supporting individuals to 
be ready for change and adaptable when experiencing change. 
2.3.4 Resistance to change 
The ability to change and adapt can often be hampered by individual and 
organisational reluctance or resistance to change (McDeavitt, Wade, Smith, & 
Worsowicz, 2012). This is a common issue that most change managers encounter when 
implementing change (Harvey & Broyles, 2010). Resistance is considered to be a form of 
conflict and the emotional response individuals make when defending the status quo or 
resisting inequality, power and control (Bateh, Castaneda, & Farah, 2014; Seymour, 
2006). Resistance can be observed on an individual, team or organisational level and as 
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Thomas and Hardy (2011) explain, can be a response that is either demonized or 
celebrated because of the frequent consequences of resistance.   
Many researchers believe that people are inherently resistant to change because all 
organisations have power imbalances between employer and employee, and this 
resistance impedes the development of successful change strategies (Gilley, Godek, & 
Gilley, 2009; Smith & Graetz, 2011). However, there are authors who stress that some 
resistance is good and can potentially improve the quality of organisational decisions 
because change is not accepted thoughtlessly (Ford & Ford, 2010; Ford, Ford, & 
D’Amelio, 2008; Harvey & Broyles, 2010). Thus, while resistance is not always a 
negative concept, and despite some resistance being positive, resistance to change is 
usually studied in the literature because many authors stress that the failure of many 
change initiatives is due to resistance to change (Waddell & Sohal, 1998). Resistance is 
considered a phenomenon that affects the change process, delaying or slowing down its 
beginning, obstructing or hindering its implementation, and increasing its costs (Ansoff & 
McDonnell, 1990). 
Dent and Goldberg (1999) argue that employees do not resist change per se, but 
rather resist outcomes often related to change such as loss of pay, status or comfort, the 
unknown, being dictated to, or management ideas that do not seem feasible from the 
employees’ standpoint (Dent & Goldberg, 1999). This is a very interesting viewpoint as it 
means that resistance to change might not be the employee’s problem, but rather an 
indication of the organisation’s culture or management practices. There are a number of 
other theories about why resistance is so prevalent. It is thought that people fear loss, 
disruption to social relationships and power imbalances, uncertainty about the impact of 
the change, or the change violating their professional values (Dresewski, 2005). Other 
reasons believed to be responsible for resistance to change include disruption of routine, 
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complacency, poor communication, lack of vision, lack of leadership support, lack of 
trust, suspicion, chaos, fear of failure, insecurity and low confidence to implement the 
change successfully (Elving, 2005; Gilley, et al., 2009; Harvey & Broyles, 2010; Holt, et 
al., 2007c; Kotter, 1996). Whilst characteristics such as age and gender have been tested 
as influences to resistance to change, the extent of their influence has been disputed 
(Kunze, Boehm, & Bruch, 2013; Oreg, 2003).  
Pardo del Val and Fuentes (2003) conducted a literature review a few years ago and 
identified some key sources of resistance during the implementation of change. In 
summary, some of the key sources were (a) the organisational culture, (b) departmental 
politics, (c) disagreement about the nature of the problem and how it should be solved,  
(d) deep-rooted values and emotional loyalties, and (e) the social dimension of change. 
They conducted a study with employees working in Spanish companies and identified 
that the most significant cause of resistance for these employees was when there was a 
clash between the change and their deep-rooted values. The authors state that the study 
reveals that organisations should consider their values and culture as the most important 
possible source of resistance and the more strategic or transformational the change is, the 
more that values could help or hinder the change process. The authors also argue that 
cultures need to support employees being creative and innovative, and they need to be 
offered training that builds the capabilities of employees so they feel confident about 
implementing change (Pardo del Val & Fuentes, 2003).      
In summary, the literature suggests that resistance to change should be a concern 
for organisations because resistance can be problematic and costly. Resistance to change 
clearly has an impact on the successful implementation of change; however when 
considering the framework for this study it was decided to focus on change readiness 
instead of resistance to change. That was because many authors agree, that to reduce the 
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impact of resistance to change, the best approach is to support individuals to be ready or 
open to change while fostering an innovative organisational culture. Change readiness 
then is likely to have positive effects on resistance to change and both job satisfaction and 
organisational commitment, which lowers intentions to leave (Burdett, 1999; Lok & 
Crawford, 2004; Scott-Villiers, 2002; Weiss, et al., 1998). 
2.3.5 Change readiness 
Preparing people for change, or ‘change readiness’, is the most prevalent issue that 
has been studied in the organisational change literature (Rafferty, et al., 2013). It is a 
construct that explains the precursor state to the behaviours of either resistance to, or 
support for, a change effort and the extent to which individuals or collections of 
individuals are inclined to accept, embrace or adopt a particular plan to purposefully alter 
the status quo (Armenakis, Harris, & Mossholder, 1993; Holt, et al., 2007c).  
Many researchers believe that change readiness is both a multi-level and a multi-
faceted construct that describes individuals who are cognitively, emotionally and 
behaviourally prepared and committed to take action as an individual and as a member of 
a team (Weiner, 2009). This is why change readiness is often explored in the literature 
from either an organisational level or individual level and can include examining the 
organisation’s financial, material, human, and informational resources (e.g. Armenakis, et 
al., 1993; Hamilton, Cohen, & Young, 2010; Holt, et al., 2007c; Nazari, 2014; Rusly, 
Corner, & Sun, 2012). 
  Weiner (2009) asserts that change readiness involves the shared resolve of 
organisational members. It requires collective action by employees, each of whom 
contributes something to the change implementation effort. Weiner (2009) argues that 
because implementation is often a team effort, problems arise when some feel committed 
to implementation but others do not. He explains that a commitment from individuals to 
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‘want to’ make the change, reflects the highest level of commitment to implement 
organisational change. Weiner (2009) proposes a number of strategies that can increase 
change readiness throughout the organisation including highlighting the discrepancy 
between current and desired performance levels, increasing people’s dissatisfaction with 
the status quo and creating an appealing vision of a future state of affairs in order to 
increase the degree to which organisational members perceive the change as needed, 
important, or worthwhile.  
 Armenakis and Harris (2002) argue that implementing change is one of the most 
important, yet least understood, skills of organisational leaders. Their extensive 
theoretical and practical research indicates that it is change readiness that helps 
employees to be less resistant and more likely to demonstrate the behaviours needed to 
adopt and practise change. They state that using a survey to assess employees’ change 
readiness can help leaders understand their workforce’s perceptions and attitudes, and 
then to tailor appropriate strategies to increase change readiness before and during times 
of change. Armenakis and Harris (2002) worked with colleagues to review the 
instruments that aimed to assess change readiness (Holt, et al., 2007a). As shown in 
Figure 2.1, they concluded that change readiness is a comprehensive attitude influenced 
simultaneously by the content (i.e., what is being changed), the process (i.e., how the 
change is being implemented), the context (i.e., circumstances under which the change is 
occurring), and the individuals (i.e., characteristics of those being asked to change) 
involved (Holt, et al., 2007a).  Consequently, they argue that a state of readiness must be 
created within an organisation and change readiness must be assessed and developed 
from a multi-faceted perspective. They strongly argue that organisations accept or reject 
change through the actions of their members, which is why it is important to assess 
change readiness on an employee level and explore how employees perceive the need for 
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change, if change will be personally beneficial and beneficial to the organisation, if 
management are supportive of the change and if they have the self-efficacy to make the 
change. Holt et al. (2007a) believe these are the constructs that reliably inform an 
organisation whether its workforce is ready for change. 
Figure 2.1. Factors influencing change readiness and employee behaviours.  
Source: Holt et al. (2007a) 
 
Change readiness is a very similar construct to openness to change, which is an 
attitude that Fox and Amichai-Hamburger (2001) argue can be gained by underpinning 
the implementation of change with consultation, emotional arguments, metaphors, 
humour and trustworthy communication. They suggest an employee’s tension and anxiety 
should be alleviated by creating excitement and anticipation about change. These 
strategies create an organisational culture that is open and honest and sensitive to the 
pervasive and profound impacts (Harris & Ogbonna, 2002) of change on both individuals 
and organisations. Sirkin, Keenan, and Jackson (2005) agree that successful change relies 
on a number of issues, including whether the team members are enthusiastic and 
supportive or worried and obstructive. Without ownership, involvement or commitment 
to the change, the culture (or subcultures within the organisation) can derail the process 
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or mean the organisation will quickly revert back to pre-existing practices (Kotter, 1996). 
This indicates that there may be profound implications for nonprofits that embrace 
cultures and values that facilitate and support individual and collective openness to 
change and readiness for change.  
2.3.6 Measuring and assessing change readiness 
Both qualitative and quantitative research approaches have been used over the years 
when studying organisational change. Methodologies using questionnaires have been 
used extensively (Pond, Armenakis, & Green, 1984) as they offer the advantages of 
surveying a large number of employees and the results can be used to compare and 
contrast organisations. Researchers who have used a quantitative design include  
Fedor et al. (2006); Lerch, Viglione, Eley, James-Andrews, and Taxman (2011); 
Wanberg and Banas (2000); Armenakis, Bernerth, Pitts, and Walker (2007); and 
Cunningham et al. (2002). These researchers have studied change readiness from various 
theoretical standpoints which Rafferty et al. (2013) criticise for not adopting a multilevel 
perspective, which they argue is essential for understanding the individual and 
organisational implications of change readiness. Rafferty et al. (2013) argue that change 
readiness should explicitly test whether individuals, work groups, and organisational 
members consider themselves ready for change in terms of affective change readiness, 
cognitive change readiness, and a global evaluation of change readiness. 
 Holt et al. (2007a) reviewed 32 instruments that measure change readiness 
quantitatively. Their review concluded that there was considerable opportunity for 
improvement because the available instruments lacked evidence of validity and 
reliability. Despite the shortcomings of the instruments, Holt et al. (2007a) suggested 
that, reviewed collectively, they constitute a comprehensive model that includes four 
factors grounded in the measurement perspectives observed in the existing instruments: 
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the change content, change process, internal context, and individual characteristics (Holt, 
et al., 2007a) see Figure 2.1). In light of this model, they went on to identify five 
variables that most appropriately explained change readiness: discrepancy, efficacy, 
organisational valence, management support and personal valence (see Table 2.2). They 
developed an instrument that asks employees about their attitudes towards the variables. 
This instrument is consistent with attitude theory, which argues that affective attitudes are 
potent predictors of both intentions and behaviour (Lawton, Conner, & McEachan, 2009).  
Holt et al. (2007a) identifed 44 items to measure the five change readiness 
variables, and conducted  studies to test the instrument’s reliability and validity. Holt et 
al. (2007a) state that their tests show that the coefficient alphas for the five variables were 
between .66 and .94 and therefore they suggest that their five-factor model is a 
theoretically sound tool to measure readiness for change and allow a manager to make 
some predictions about whether employees’ change attitudes are predictive of successful 
change implemention.  
Table 2.2. Five variables that Holt et al. (2007a) used to measure change readiness. 
 
Variable Name Meaning Questions it looks to answer 
(Bernerth, 2004) 
1 Discrepancy 
(Need for change) 
the belief that a change is necessary Why change? 
2 Efficacy 
(Efficacy) 
the belief that the change can be 
implemented 
Can I/we do this? Will this 
work? 
3 Organisational valence 
(Organisational 
benefit) 
the belief that the change could be 
organisationally beneficial 
Why this change? 
4 Management support 
(Leadership support) 
the belief that the organisational leaders 
are committed to the change 
Is management walking the 
talk? Do organisational leaders 
believe in this change? 
5 Personal valence 
(Personal benefit) 
the belief that the change could be 
personally beneficial 
What’s in it for me? 
    
    
 Holt et al.’s instrument for measuring change readiness (2007a) has been used in a 
few studies, including a case study by Bernerth (2004) who adapted it for a 
manufacturing company conducting a large change process. The study found that all of 
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the change readiness variables had not been effectively promoted or communicated to 
employees. Their case study identified that ‘change’ consists of more than physical and 
technical changes; it can induce emotional distress for employees. Therefore, if an 
organisation does not assess and foster change readiness before the change takes place, it 
is highly likely there will be negative consequences for employees and the organisation 
(Bernerth, 2004). Another study (Neves, 2009), conducted in a public university, also 
adapted the instrument developed by Holt et al. (2007a) to survey 88 employees who 
were undergoing change. Neves (2009) found that change appropriateness (need for 
change) was positively related to affective commitment to change and that affective 
commitment to change mediated the relationship between change appropriateness and 
both individual change and turnover intentions, while efficacy presented a direct negative 
relationship with turnover intentions. The results suggest that the need for change, 
efficacy, and personal valence (personal benefit) are all important during the change 
process.  
Whilst these studies did use the change readiness model developed by Holt et al. 
(2007a), the instrument was not comprehensively validated and Neves (2009) identified 
some reliability and factor analysis issues with the instrument. Bernerth’s (2004) case 
study also failed to comprehensively validate the items or instrument. Therefore there is 
not yet a conclusive critique of the instrument or how it can be improved or refined to 
assess change readiness in the Third Sector. This suggests a gap that could be filled by 
the current research conducted with nonprofit organisations. 
2.3.7 Change readiness research – Third Sector   
Very little research about change or change readiness has been conducted in the 
Third Sector. One of the few studies about change in nonprofits used a case study 
approach (Medley & Akan, 2008). The authors applied Lewin’s (1951) planned change 
52 Chapter 2: Literature Review 
model (see Table 2.1) to an assessment and re-visioning process at a community 
organisation and found that when combined with other standard practices such as 
strategic planning, Lewin’s model provided a practical and theoretically insightful tool 
for nonprofits wishing to refine their missions and programs and engage in successful 
organisational change. They found that nested within Lewin’s theory is a strategy to gain 
active staff participation, a guided discovery of the new state, and a consensus 
commitment to move in a new direction. The authors argue that incorporating the Lewin 
model in a pre-planning stage can strengthen an organisation’s ability to respond to 
changing needs (Medley & Akan, 2008). The study is useful, but it did not specifically 
address change readiness. 
One small-scale study that did measure change readiness, using a scale adapted 
from Lehman, Greener and Simpson (2002), was conducted by Trzcinski and Sobeck 
(2008) who surveyed 396 small-to-medium US organisations. They found strong support 
for their hypothesis that program development capacity and readiness for change are 
mutually enforcing processes. They identified that stable leadership was an important 
factor and readiness for change can be facilitated by developing a stronger commitment 
to change, encouraging help seeking and adaptability when implementing new 
organisational processes. Despite being a useful study indicating the importance of 
change readiness and leadership, a limitation of this study is that it was conducted 
without exploring causality nor did it report on the relationship change readiness had with 
employee job satisfaction or intentions to leave.  
Bess, Perkins, and McCown (2010) also examined change readiness, but their study 
sought to understand the culture of learning and development in five nonprofit 
organisations to assess whether there was a relationship between learning and 
transformative change. They used a quantitative methodology to shorten and adapt 
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Watkins and Marsick’s Organizational Learning Capacity Scale (OLCS) and found that 
the sample of organisations were capable of transformative change if first given the 
opportunity to increase their capacity to learn. They agreed with Marsick and Watkins 
(2003) that in an increasingly complex world in which community-based nonprofits are 
expected to have the capacity to adapt and transform themselves in the face of new 
demands and shifting environmental conditions, developing and maintaining the capacity 
to learn is a key organisational asset. The limitation of Bess et al.’s study (2010) is that it 
was conducted on a small sample (125 respondents), which limited the power of the 
statistical analyses, and that they did not specifically analyse the construct ‘change 
readiness’.  
Holt et al.’s (2007a) instrument to measure change readiness has some merit given 
that it measures change readiness from a multilevel perspective. However, it has not been 
validated in a nonprofit setting with a number of different organisations and a large 
sample of employees. This research would be valuable to the sector and researchers 
interested in change management.  
2.3.8 Change readiness – summary 
In summary, there is evidence to suggest that the success of change efforts is due 
not only to their content and context, but also to the attitudes of individuals and 
organisations that help them to accept and embrace change (Neves, 2009). In contrast to 
resistance to change, which is a commitment to the current state or way things are done, 
change readiness has practical importance because it is considered to be the precursor to 
being committed to change. It has been found to be predictive of positive job attitudes, 
including job satisfaction, organisational commitment, and, importantly the success of 
change implementation (Jones, et al., 2005; Rafferty, et al., 2013). Change readiness is 
influenced by a number of factors and most researchers believe that it can be fostered and 
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developed by reducing resistance to change and developing an organisational culture that 
facilitates good communication, supportive leadership, efficacy, problem-solving and 
innovation. Studies within the Third Sector however, are limited, indicating that there is 
much to learn and discover about nonprofit employee attitudes towards change, if change 
readiness is to be pertinent and positive for organisations in this sector. As a result of the 
limited number of studies about change readiness in nonprofit organisations, instruments 
that use a quantitative research approach have not been tested to assure their validity. To 
address this gap, it is appropriate for the current research to use the Holt et al.’s (2007a) 
instrument developed to assess change readiness, which has only been used to date in the 
private and public sectors. Therefore, this thesis will initially test the instrument to assess 
its reliability, validity and appropriateness when assessing change readiness in nonprofit 
human service organisations. 
2.4 ORGANISATIONAL CULTURE 
The literature offers strong evidence that there is an association between 
organisational culture and employee job attitudes and outcomes such as job satisfaction, 
retention and turnover (e.g. Meyer, Srinivas, Lal, & Topolnytsky, 2007; Ostroff, et al., 
2005). It is not surprising that this field of research is being explored fairly extensively 
(mainly in the private and public sectors), given that organisations today are under 
tremendous pressure to institute changes in their strategy and structure, and that these 
changes have implications for their culture (Harris & Mossholder, 1996). For this reason 
it is critical that the construct change readiness is considered alongside the powerful 
influences of organisational culture.   
Researchers have been studying organisational culture for more than 50 years as 
people search for explanations of the more seemingly incomprehensible and irrational 
aspects of what goes on in groups and organisations (Schein, 2004 p.22). Researchers 
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studying culture are not just anthropologists, but academics, consultants and managers 
who have been very interested in the topic given that there is a relationship between the 
organisational culture and organisational identity, employee performance and 
organisational change and employee retention (e.g. Abu-Jarad, Yusof, & Nikbin, 2010; 
Glisson, Dukes, & Green, 2006; Ravasi & Canato, 2013; Shahzad, Luqman, Khan, & 
Shabbir, 2012).  
Organisational culture is similar to, yet often considered distinct from, 
organisational climate, another area of research closely aligned with the study of culture 
because it also explores how people within organisations interact and share meaning. 
Organisational climate has been described as the measurable and abstract properties of 
work environments that are assumed to influence people and their behaviour including 
job satisfaction and organisational commitment (Al-Shammari, 1992; Glisson & James, 
2002; Noordin, Omar, Sehan, & Idrus, 2010). Cameron and Quinn (2011) and Glisson 
and James (2002) argue that the difference between culture and climate is that climate is 
the property of the individual and culture is the property of the organisation. Clarke 
(2006) explains that climate is a set of changing perceptions employees have related to 
working and practice conditions, many of which are influenced by managers. More 
specifically, Cameron and Quinn (2011) explain that climate consists of temporary 
attitudes, feelings, and perceptions of individuals while culture is an enduring, slow-to-
change, core characteristic of organisations. They differentiate the two by explaining that 
culture includes core values and consensual interpretations about how things are; climate 
includes individualistic perspectives that are modified frequently as situations change and 
new information is encountered (Cameron & Quinn, 2011).  
There has been some limited literature about climate and human service 
organisations such as Glisson, et al., (2006),  who found that poor organisational climate 
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was associated with job-related stress, high employee turnover rates, and poor service 
delivery and client outcomes. The majority of research, however, seems to have been 
conducted from an organisational culture perspective. Schneider, Ehrhart, and Macey 
(2013) suggest that the rise in interest in organisational culture in the 1980s could be 
attributed to the fact that it seemed to capture the richness of the organisational 
environment in ways that climate research had not. For this reason, this chapter and thesis 
focusses on organisational culture as a context within which to study change readiness 
and employee retention. 
Over the years organisational culture has been explained as something that either an 
organisation has (structure and attributes) or an organisation is (character) (Scott, 
Mannion, Davies, & Marshall, 2003). It is thought that culture “induces purpose, 
commitment and order; provides meaning and social cohesion; and clarifies and explains 
behavioural expectations. Culture influences an organisation through the people within it” 
(Masland, 1985, as cited in Birnbaum, 1988, p.72). Culture can describe how people 
think, interact, communicate and behave and has been explained as “the way we do 
things around here” (Deal & Kennedy, 1982). It is also known as the collective thinking 
of minds which create a difference between the members of one group and those of 
another (Hofstede, 1980). Overall, culture is conceptualised as the unseen determinant of 
organisational life (Perlman, Gueths, & Weber, 1988), and the social or normative glue 
that holds an organisation together (Martin, 2002; Tichy, 1982; Wiener, 1988). It is a 
complex and multilayered construct, which is why it has been described as being like an 
onion (Trompenaars & Hampden-Turner, 2011). 
 A selection of organisational culture definitions by several authors over the past 
30 years are presented in Table 2.3. Although there is a lack of consensus about what 
defines organisational culture (Alvesson, 2002; Clarke, 2006; Keyton, 2005; Martin, 
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2002; Schneider, et al., 2013; Verbeke, Volgering, & Hessels, 1998), it appears that there 
is some agreement in the literature that culture refers to how members describe their 
organisation, and that culture shapes the way things are done and influences how people 
work together. Therefore, this thesis adopts Cameron and Quinn’s (2005) view that 
culture is something an organisation has, it changes slowly over time, and is 
demonstrated by the common values and basic assumptions embedded in an organisation 
and shared between employees. This means that culture can be measured quantifiably by 
exploring common values, and then managed within organisations to shift employee 
attitudes and behaviours and create cultural change and organisational sustainability 
(Baumgartner, 2009). 
Table 2.3. Definitions of organisational culture. 
Author Definition of organisational culture 
Hofstede (1980)  
 
The collective programming of the mind that distinguishes the members of 
one organization from another. This includes shared beliefs, values and 
practices that distinguishes one organization to another. 
Deal & Kennedy (1982) The way we do things around here. 
Martin & Siehl (1983) 
 
Glue that holds together an organization through shared patterns of 
meaning.  
Denison (1990) 
 
The underlying values, beliefs and principles that serve as a foundation for 
an organization’s management system as well as the set of management 
practices and behaviours that both exemplify and reinforce those basic 
principles. 
Kottler and Heskett (1992) At the deeper and less visible level, culture refers to values that are shared 
by the people in a group and that tend to persist over time even when group 
membership changes. At the more visible level, culture represents the 
behavior patterns or style of an organization that new employees are 
automatically encouraged to follow by their fellow employees. Each level 
of culture has a tendency to influence the other. 
 
Schein (2004) A pattern of shared basic assumptions that a group has learned as it solved 
its problems of external adaptation and internal integration that has worked 
well enough to be considered valid and, therefore, to be taught to new 
members as the correct way to perceive, think, and feel in relation to those 
problems. 
Cameron & Quinn (2005) The core values, assumptions, definitions and memories embedded in an 
organisation.  
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Wagner & Hollenbeck 
(2010) 
An informal, shared way of perceiving life and membership in the 
organization that binds members together and influences what they think 
about themselves and their work. 
 
In summary, both organisational culture and climate are believed to be critical 
determinants for work behaviour and the meaning that people attribute to their work 
environment (Gibbs & Cooper, 2011). However, it is organisational culture that, despite 
being a complex construct to define, powerfully influences how people think, interact, 
communicate and behave together, which is why it has been chosen as the focus of this 
thesis.  
2.4.1 Elements of culture 
Leading author and pioneer in the field of organisational culture, Edgar Schein 
(1992), believes that there are three levels of organisational culture: artefacts, values and 
basic assumptions (see Fig 2.2). How people communicate, dress codes, technology, 
mission statements, newsletters and products are examples of artefacts through which 
organisational culture is visible and manifests itself and Trower (2012) explains that 
artefacts are the physical trappings and observable processes that are evident in an 
organisation. She describes how people speak and vote, as examples of artefacts. Trower 
suggests that while artefacts are easy to observe, it can be hard to decipher the meanings 
behind artefacts. It is for this reason, Shein (1992) asserts, that it isn’t wise to interpret 
culture by looking solely at artefacts, because it is inevitably just a subjective viewpoint.  
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Figure 2.2. Schein’s levels of organisational culture and their interaction.  
 
Source: Jung  et al. (2007) 
 
Schein (1992) believes that values guide and influence artefacts. Values are 
considered to be an individual’s worldview and they have been defined as a person’s 
broad tendency to prefer certain states of affairs over others (Hofstede & Hofstede, 2005; 
Macy, 2006). Values are the guiding principles that give people identity and underpin 
what they think is right and what they think is wrong (Schein, 1992). Workplace values 
are the norms, ideologies and beliefs that are shared between the members of the 
organisation; they give people and their behaviour meaning (Perlman, et al., 1988).  They 
have been described as both beliefs and feelings that are often intrinsically linked to how 
people think and behave in their workplace (Hofstede, Neuijen, Ohayv, & Sanders, 
1990).  
 Research has found that people have both personal values, which are more general 
in nature, and work values that pertain to work settings (Leuty & Hansen, 2013; 
Maierhofer, Rafferty, & Kabanoff, 2003). While some of these values are deeply 
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ingrained into our personality, others can alter depending on our experiences and the 
situational context (Hofstede, et al., 1990). Leuty and Hansen’s (2013) review on values 
found that the literature about work and personal values points to the two types of values 
being related but it is unsure how much they are related. Their own study, which was 
conducted with 374 students in a large Midwestern university in the United States, found 
that work values do seem to be a distinct construct which are accounted for by personal 
values, interests, and personality. They argue that work values appear to be mostly related 
to personal values (Leuty & Hansen, 2013, p. 184). The study infers that because of the 
importance of values in the workplace, an organisational culture that either supports or 
rejects an individual’s values can influence and predict job satisfaction, intentions to stay 
in a job, and job tenure. 
 The third level of organisational culture, which Schein (1992) calls ‘basic 
assumptions’, influence what people pay attention to and what actions they take in 
various situations. They are a value or set of values treated as reality and taken for 
granted by members of the organisation. Over time these shared values become 
entrenched in an ideology that underpins the operational rules of behaviour (Maierhofer, 
et al., 2003). Consequently, these shared values can act to inform and influence how 
people work, and deal with uncertainty and change. If the shared values are commonly 
accepted and thought of as true by colleagues, they become shared assumptions. As these 
basic assumptions are ingrained into the culture, they are difficult to debate or change 
because they heavily influence people’s thinking and behaviour. Regardless of whether 
these values produce positive or negative outcomes, they guide members towards 
uniformity of behaviour (Rokeach, 1973 as cited in Wiener, 1988). Thus it could be 
argued that an organisation’s culture reflects whatever the members of that organisation 
value (Hoag & Cooper, 2006).  
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 There is general agreement in the literature that despite being complex and 
nebulous, artefacts, values and basic assumptions, as described by Schein and shown in 
Figure 2.2, are indicators of organisational culture because they influence how people 
perceive, feel and act at work (Lok & Crawford, 2004). 
2.4.2 Organisational culture and employee outcomes  
 Many theories about organisational culture look for organisation-wide consensus 
and consistency regarding shared values and employee behaviour (Fenton & Inglis, 
2007). This is because many researchers believe that culture is related to shared values, 
organisational practices and employee outcomes such as leadership, job satisfaction, 
person-organisational fit, stress, organisational commitment, employee turnover and 
change (e.g. Appelbaum, Berke, Taylor, & Vazquez, 2008; Dennis & Bocarnea, 2005; 
Emery & Barker, 2007; Gifford, Zammuto, Goodman, & Hill, 2002b; Gioia, Schultz, & 
Corley, 2000; Newton, 2006; Rosenfeld, Richman, & May, 2004; Zafft, Adams, & 
Matkin, 2009). These and other studies have found that an organisation’s culture is an 
important influence on both positive and negative consequences within the organisation 
(Burnes, 1997; Guerra, Martinez, Munduate, & Medina, 2005).  
 A study by Pool and Pool (2007) that examined organisational commitment found 
that organisations who employ people with similar values to that of the organisation, 
develop high levels of trust within the organisation, promote a culture of learning, and 
reduce the structural, process and interpersonal barriers amongst organisational members 
promoting organisational commitment. The study suggests that an organisation’s culture 
has a tangible effect on motivation, commitment and job satisfaction which are all 
integral to an organisation achieving success (Pool & Pool, 2007).  
 Other authors suggest that organisational culture works as a complement to 
leadership, helping employees solve problems and interpret daily work events (Proctor, 
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2013). However, while organisational culture can promote positive behaviour, it might 
not foster innovation as Jaskyte and Dressler (2005) found. They used the Organizational 
Culture Profile (OCP) and the Leadership Practices Inventory (LPI) to survey 247 
employees working for 19 different nonprofit organisations in the United States. The 
study used measures to assess the leadership, innovation and culture in the organisations 
and found that innovativeness was inversely related to cultural consensus, indicating that 
cultures that favour stability, security and low levels of conflict are less likely to like 
risks, innovation and experimentation. The authors also found that strong leadership can 
sometimes hinder innovativeness rather than encourage it. This is because strong 
directive leaders are most likely to seek uniformity and social control, preventing the 
expression of strong views (Nemeth, 1997). Jaskyte and Dressler (2005) conclude their 
paper by suggesting that if organisations want to be innovative, then they must develop a 
culture that allows employees to be creative, take risks and experiment. Their conclusions 
endorse the theory that organisational cultures have a large effect on employees’ shared 
beliefs and values concerning innovation and change.   
 Yeung, Brockbank, and Ulrich (1991) investigated culture and the impact on 
human resource practices and organisational performance in 91 companies in the US. 
They found that cultures had a significant impact on the competitive and financial 
performance of organisations and human resource practices such as performance 
appraisal, reward, communication, and organisational design. In another study using The 
Nurse Assessment Survey, Manojlovich and Ketefian (2002) found that organisational 
culture predicted over 16 percent of the variation in the professionalism of nursing 
employees. They surveyed 424 nurses in 23 work units of one hospital and assessed 
employee perceptions of five independent values (accomplishment, affiliation, power, 
recognition, and strength of culture) in the prediction of nursing professionalism. They 
Chapter 2:Literature Review 63 
found that individual ratings of the strength of the organisational culture were predictive 
of nurse professionalism, suggesting that promoting nursing professionalism is one way 
of increasing improved patient outcomes. 
2.4.3 Measuring organisational culture 
The first attempts to quantify culture were only undertaken in the middle of the 
twentieth century (Taras, Rowney, & Steel, 2007). Subsequently culture has become a 
challenging construct and researchers have taken many different approaches to measure 
it. Since much of the research has been traditionally in the domain of anthropology 
(Taras, et al., 2007), there is a tendency for researchers observing culture to lean towards 
an emic approach involving inquiry and observation within each unique organisational 
culture. Some researchers (e.g. Schein, 1992) consider this methodology a way of 
empowering organisations to feel ownership about the process because the culture of 
organisations is too complex to reduce it to just another variable in existing models of 
organisational performance (Siehl & Martin, 1990, as cited in Denison, 1996).  
 In contrast to the emic approach, researchers who take a neopositivist etic stance 
tend to use prior theory and research to determine the cultural norms that they ask 
organisational members to report on. This stance is taken by researchers who are less 
concerned about issues of depth (Martin, 2002), but prefer to be able to compare and 
contrast organisations. Researchers from the business and social science disciplines tend 
to favour the etic stance that often uses self-report questionnaires to gather data about 
personal or work values because qualitative approaches are often complex, expensive, 
and time-consuming and may preclude comparative studies (Ashkanasy, Broadfoot, & 
Falkus, 2000; Taras, et al., 2007; Tucker, McCoy, & Evans, 1990). 
 In order to compare different models that have been used to assess organisational 
culture using a quantitative approach, Xenikou and Furnham (1996) implemented a study 
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that reviewed four models developed by researchers between 1983 and 1989: the 
Organisational Beliefs Questionnaire, the Corporate Culture Survey, the Culture Gap 
Survey and the Organisational Culture Inventory. In an attempt to distinguish similarities 
and differences between these various organisational culture models, Xenikou and 
Furnham’s study (1996) subjected them to correlational and factor analytic procedures to 
determine how they related to each other. They found that the instruments were 
measuring many similar concepts. Their findings suggest that there are ways of 
measuring both values and behaviours with a quantitative approach. However, Xenikou 
and Furnham (1996) did not claim that a numerical measurement can tap into all the 
elements that may contribute to the culture of an organisation, a limitation of using a 
quantitative approach. 
 Taras et al. (2007) also reviewed instruments used to measure culture. They 
examined 121 instruments and found that the phenomenon is highly complex, 
multidimensional and multilayered, including dimensions that are understood at either a 
conscious and observed or unconscious and invisible level (Kotter, 1996). They 
established that a great number of researchers chose to develop their own measures of 
culture due to various reasons, including restrictions on the use of the questionnaires in 
some of the large-scale studies and dissatisfaction with the quality of the survey tools. 
Their paper discusses some of the limitations and challenges of measuring culture and 
they recommend that it is very important to define very specifically which elements of 
culture are the focus of a model and avoid unjustified generalizations of the findings to 
facets of culture that were not directly measured in the study (Taras, et al., 2007, p. 7). 
 Hofstede (1980) made a very significant contribution to both the national and 
organisational culture literature. He began by using data collected from IBM employees 
in over 40 countries between 1967 and 1973 to explore four dimensions of national 
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societal culture: Individualism versus Collectivism, Masculinity versus Femininity, 
Tolerance versus Intolerance of Uncertainty, and Power Distance (Stratification) versus 
Power Equalization. While some authors believe Hofstede’s indices are too simplistic and 
have too many limitations (Baskerville, 2003), others believe that there is a direct 
connection between societal and organisational culture and that Hofstede’s dimensions 
can be applied to the study of organisations. However, Kwantes and Dickson (2011) state 
that Hofstede has rejected this idea and instead argues that there are six dimensions that 
are relevant when studying organisational cultures: (1) Process-oriented versus results-
oriented, (2) Job-oriented versus employee-oriented, (3) Professional versus parochial, 
(4) Open systems versus closed systems, (5) Tightly controlled versus loosely controlled 
cultures, and (6) Pragmatic versus normative cultures. Hofstede’s work led a group of 
international researchers to further investigate these dimensions to develop and validate 
the GLOBE (Global Leadership and Organizational Behavior Effectiveness Research 
Program) Culture and Leadership Scales at both the societal and organisational level. 
Despite the limitations identified by the GLOBE  researchers, they believe that GLOBE 
can now more confidently measure differences between organisational and societal 
cultures, but not within cultures or between individuals (Hanges & Dickson, 2004).  
 Another instrument measuring organisational culture is Cooke and Lafferty’s 
(1989) Organisational Culture Inventory (OCI). The OCI aims to measure 12 behavioural 
norms or styles that identify the shared beliefs, values, and expectations that guide the 
way organisation members interact with one another and approach their work. From these 
styles, three organisational cultures can be discerned. A ‘constructive culture’ style 
(measuring achievement, self-actualising, humanistic-encouraging, and affiliative norms) 
is characterised by interaction with others and an approach to tasks that will help 
employees to meet their higher-order satisfaction needs. An ‘aggressive/defensive 
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culture’ (described by oppositional, power, competitive, and perfectionistic norms) is 
characterised by employee interaction that is designed to limit the threat to one’s own 
security. Lastly, a ‘passive/defensive culture’ (including norms relating to approval, 
convention, dependence, and avoidance) is described by expectations upon employees to 
approach tasks in forceful ways to protect their status and security. The OCI was used by 
Agbrenyiga (2011) to explore the meaning and influence of organisational culture on 
performance in a nonprofit human services agency in an urban city in the US. The study 
surveyed 92 workers from four different work units in the agency and found the existence 
of multiple cultures within the agency and a strong culture-performance link. It identified 
that the ‘constructive culture’ was the most dominant culture among the majority of the 
workers and a strong humanistic culture was directly associated with workers’ job 
satisfaction, effective service delivery, client satisfaction, excellent organisation 
reputation, and quality of services, while perfectionistic values was negatively associated 
with effective service delivery (Agbrenyiga, 2011).  
 Around the same time that Hofstede and Cooke and Lafferty were developing 
their culture surveys, Quinn and Rohrbaugh (1983) were also developing a framework 
called the CVF. It was created by exploring what experts, theorists and researchers 
understood about organisational effectiveness. The CVF is one of the most important 
frameworks in the history of business because it has been studied, tested and applied by 
researchers and practitioners around the world to explore and understand many aspects of 
organisations such as organisational culture, leadership, communication, decision 
making, motivation and human resources practices (Cameron & Quinn, 2005). The CVF 
framework describes four organisational cultures, and within these cultures three axes or 
sets of value dimensions. The components of the four cultures reflect what organisations 
value, and criterion for effectiveness. Quinn and Rohrbaugh (1983) outline their four 
Chapter 2:Literature Review 67 
cultural orientations that explain where organisations might sit within the CVF (see 
Figure 2.3): (1) the human relations culture, (2) the rational goal culture, (3) the open 
systems culture, and (4) the internal process culture. The human relations culture is the 
polar opposite of the rational goal culture, and the open system culture is the polar 
opposite of the internal process culture. The human relations culture is concerned with 
cohesion and morale, employee consultation and participation, with belonging and trust 
as core values (Newton, 2006). The rational goal culture places importance on 
productivity and profitability. Consequently, organisations with this culture value 
planning, goal setting and efficiency (Quinn & Rohrbaugh, 1983). The open systems 
culture describes organisations that value the ability to adapt quickly and appropriately to 
their environment (Howard, 1998). Organisations with the open systems culture are 
motivated by flexibility and growth (Quinn & Rohrbaugh, 1983). The internal process 
culture emphasises information and communication. These organisations value stability 
and security for employees (Quinn & Rohrbaugh, 1983).  
 There are three sets of competing values that lie within these cultures. The first is 
flexibility versus control. Flexibility refers to an organisation that values adaptability, 
individual initiative and diversity while the organisation that values control emphasises  
authority, structure and coordination (Quinn & Rohrbaugh, 1983, p.370). The second pair 
of competing values is internal versus external. These values reflect whether an 
organisation focuses its attention inwards towards its internal dynamics or outwards 
towards its external environment. Internal concerns include valuing good communication, 
workplace cohesiveness, morale and stability. External concerns include organisational 
behaviours and systems that focus on its competitiveness, change management and 
external networks. The third pair of competing values is labelled ends versus means. This 
explains that there are different behaviours and beliefs that organisations display 
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depending on the importance they place on processes (inputs) in relation to final results 
(outputs and outcomes). 
Figure 2.3. Competing Values Framework (adapted from Quinn & Rohrbaugh, 1983). 
  
 Although Quinn and Rohrbaugh (1983) admit that the model can appear 
contradictory and incongruous, they argue that the reality for most organisations is that 
they do not sit in one culture exclusively and can be cohesive and productive or stable 
and flexible. Indeed, Quinn and Rohrbaugh (1983) recommend a balance among 
competing values as approaches at the extremes are likely to be dysfunctional, unrealistic 
and potentially dangerous (Quinn, 1988). Quinn & Rohrbaugh (1983) argue that the 
model is not trying to determine which specific culture can improve organisational 
effectiveness, but rather it provides the organisation with the ability to explain 
organisational behaviour and self-determine which values and culture are important for 
them.  
 Despite the large number of studies that have used the CVF framework 
successfully, some researchers note that there are limitations to the model. For instance, 
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one large study conducted in 2004 found that there were some problems with the 
conventional four-factor scale. This study by Helfrich, Yu-Fang, Mohr, Meterko, and 
Sales (2007b) surveyed 71,776 non-supervisory employees from 168 Veterans Health 
Administration (VHA) facilities in the United States. The VHA is a national, integrated 
health-care delivery system and agency of the federal government. The survey included 
14 items adapted from the original CVF instrument and respondents scored each item on 
a five-point Likert scale measuring agreement or disagreement with how well the 
statement described their facility. A principal factor analysis revealed a two-factor 
solution as all items from the entrepreneurial, team, and rational subscales loaded 
significantly on the first factor and items from the hierarchical subscale loaded higher on 
the second factor. This suggests that employees did not appear to distinguish among 
entrepreneurial, team and rational cultures. The final result was a simplified 12-item, two-
factor model which fitted the data marginally better and more parsimoniously than the 
classic CVF. More importantly, the convergent/divergent properties of the two-factor 
solution were superior. The authors called the two factors humanistic and prescriptive and 
conclude their paper by suggesting that significant additional research is needed to further 
test the CVF and that despite its established use within the literature, the model should be 
fully tested in each new context it is used. 
Despite the limitations of the CVF, Cameron and Quinn (2011) state that there are 
many reasons why it is useful and meaningful to measure organisational culture using a 
values-based approach:  
• It is practical. It captures key dimensions of culture that have been found to make 
a difference in organisations' success. 
• It is efficient. The process of diagnosing and creating a strategy for change can be 
accomplished in a reasonable amount of time. 
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• It is involving. The steps in the process can include every member of the 
organization, but they especially involve all who have a responsibility to establish 
direction, reinforce values, and guide fundamental change. 
• It is both quantitative and qualitative. The process relies on quantitative 
measurement of key cultural dimensions as well as qualitative methods including 
stories, incidents, and symbols that represent the immeasurable ambience of the 
organisation. 
• It is manageable. The process of diagnosis and change can be undertaken and 
implemented by a team within the organisation—usually the management team. 
Outside diagnosticians, culture experts, or change consultants are not required for 
successful implementation. 
• It is valid. The framework on which the process is built not only makes sense to 
people as they consider their own organisation but is also supported by an 
extensive empirical literature and underlying dimensions that have a verified 
scholarly foundation. ( Cameron & Quinn, 2011 p.24)  
2.4.4 Culture research – Third Sector 
Only a handful of studies have examined the organisational culture of Third Sector 
organisations. Using the Organizational Culture Profile (OCP), Jaskyte and Dressler 
(2005) examined the relationship between organisational culture and organisational 
innovativeness in a sample of 19 nonprofit human service organisations in the US.  
Employees were asked which of 23 values described their organisation. The items 
described seven value dimensions: attention to detail, innovation, outcome orientation, 
aggressiveness, team orientation, stability, and people orientation. Despite a small sample 
size they found that the higher the cultural consensus on such values as stability, security, 
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low level of conflict, predictability, rule orientation, team orientation, working in 
collaboration with others, the less innovative the organisation was likely to be.  
The CVF framework has also been used to investigate culture in nonprofit 
organisations. Two Australian studies that have used it in this sector both identify that 
while the CVF is a valuable assessment tool, more research is required to establish 
whether the CVF needs to be adapted or extended to effectively measure the specific 
values held by nonprofit employees. Shilbury and Moore (2006) studied 10 Australian 
national Olympic sporting organisations. As a result of the increased number of sporting 
organisations and significant changes being experienced by them, the NOSO was 
challenged to determine what organisational ‘effectiveness’ meant for these nonprofit 
organisations. Using the CVF as a culture assessment tool, Shilbury and Moore (2006) 
found that the most important culture for the participating organisations was the rational 
goal culture, and productivity was their key determinant of effectiveness. They argue, 
however, that this culture-type is very businesslike and question whether this finding was 
a true reflection of nonprofits’ understanding of effectiveness or whether it was a cliché 
response given the forces of professionalisation. The study found the CVF model useful 
but also establishes that the CVF may be missing the cultural values that reflect human 
service nonprofit organisations more distinctly.  
The second Australian study, by Newton (2007), investigated nonprofit 
organisational culture and employee role stressor and health outcomes using an employee 
sample from an Australian human service nonprofit organisation. He conducted focus 
groups that gave the organisation’s employees the opportunity to critique the values 
assessed in the CVF and identified additional values that were not captured in the model. 
These broader values are altruistic and humanistic in nature; they are strongly related to 
the mission of the organisation and the reason why people choose to work for a nonprofit 
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organisation. He concluded that while the CVF was a valid and useful tool, it did not 
capture the specific nonprofit values that employees within the nonprofit organisation 
describe such as ‘accepting others’, ‘humanistic’, ‘respect for all people’ and ‘reaching 
full potential’. Newton (2007) states that these values are specific to the sector and not 
adequately captured by the framework. 
 While for-profit cultures often reflect a results-orientated culture and this culture 
is considered the most successful in the corporate sector, both Shilbury and Moore (2006) 
and Newton (2007) have identified that nonprofit employees talk about values associated 
with a process or humanistic-orientation culture such as ethical and spiritual values, 
quality improvement and commitment to quality (Marais, 1998). Although it is thought 
nonprofit cultures can be as varied as the cultures found in the for-profit sector, it appears 
that the heart of a nonprofit is its mission and this is the major difference between for-
profits and nonprofits (Dym & Hutson, 2005). Using the CVF as a tool to research 
nonprofit organisational culture makes theoretical and practical sense, but to ensure that it 
is applicable to the Third Sector, this research needs to test the instrument on a sample of 
employees working in nonprofit organisations and include some altruistic/humanistic 
values to capture the values of nonprofit employees.  
2.4.5 Organisational culture – summary 
It is thought that organisational culture is defined by the beliefs, values and 
assumptions of the people working within an organisation. Culture influences behavioural 
attitudes and expectations and therefore is a construct that is important to understand. 
While there are different approaches to researching culture, the CVF integrates the 
internal and external components of organisational culture and offers a sound and reliable 
model to explore nonprofit culture (Lamond, 2003; Quinn & Rohrbaugh, 1983). The 
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CVF, however, has not been used extensively to explore Third Sector organisations and 
further research is needed to appropriately adapt it to assess nonprofit cultures. 
2.5 EMPLOYEE RETENTION, TURNOVER AND JOB SATISFACTION  
Employee retention is an important issue for organisations that wish to be effective 
and sustainable, so there is a significant amount of research concerning what motivates, 
engages and keeps employees happy at work (Gordon & Lowe, 2002) and what prevents 
them from leaving. Turnover refers to the rate at which an organisation loses and gains 
employees and is expressed as a ratio or percentage of employees who left (or must be 
replaced) in a given time period to the total number of employees (Hanks, 2010). 
Turnover intention is recognised as one of the best predictors of actual turnover. Intention 
to leave has been used in studies to understand the role of organisational support and 
workers’ motivation in the prediction of their satisfaction and turnover intentions (Gillet, 
Gagné, Sauvagère, & Fouquereau, 2012), the role that family friendly workplaces have 
on intentions to leave (Wang & Walumbwa, 2007), the relationship of empowerment on 
job satisfaction and turnover intentions (Rizwan & Mukhtar, 2014), how strongly HRM 
practices affect turnover intentions (Cho & Lewis, 2012), the link between work 
engagement, burnout and turnover intentions (Schaufeli & Bakker, 2004), and the 
relationship between commitment and employee intentions to leave (Ghosh, Satyawadi, 
Joshi, & Shadman, 2013; Stanley, Vandenberghe, Vandenberg, & Bentein, 2013; Taylor 
& Pillemer, 2009).  
Although not all turnover can be prevented or is considered harmful, employees are 
considered to be a valuable human resource and losing employees can be costly and 
detrimental to the organisation because it negatively effects the organisation’s reputation, 
stability, the quality of the services they provide, employee morale, engagement, safety 
and productivity (see Castle & Engberg, 2005; Duffield, Roche, Blay, Thoms, & Stasa, 
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2011; Esty, 1989; Firth, Mellor, Moore, & Loquet, 2004; Helm, 2013; Hendrie, 2004; 
Kim & Lee, 2007; Siddiqi, 2013). Turnover has also been associated with burnout, stress, 
lack of advancement opportunity, conflict, low organisational citizenship behaviour, poor 
leadership behaviours, perceptions of a deteriorated external work environment, lack of 
resources, and lack of autonomy and opportunities for growth (Chan, Tam, Lung, Wong, 
& Chau, 2012; Ito, Eisen, Sederer, Yamada, & Tachimori, 2001; Moore, 2001; Suadicani, 
Bonde, Olesen, & Gyntelberg, 2013; Tsai & Wu, 2010; Wells & Peachey, 2011). 
To reduce these negative outcomes and improve the retention rate of employees, 
Duffield, Roche, Blay, Thoms, and Stasa, (2011) argue that reducing the incidence of 
turnover requires an understanding of the factors which contribute to such turnover, and 
instituting steps to minimise their impact. This is perhaps why, to discover the factors that 
affect an employee’s intention to leave their job, numerous studies have been conducted 
to discover the factors that are consistently linked to turnover (e.g. Davidson & Timo, 
2010). Research has found that an intention to leave can be triggered by negative 
psychological responses to internal or external aspects of a job (Gurková et al., 2012; 
Takase, 2010), poor organisational commitment, alternative opportunities for career 
development, work hours untenable for individuals with family or caring commitments 
and poor job satisfaction (Duffield, et al., 2011; Kirschenbaum & Weisberg, 2002). 
Importantly, studies show that employees who report that they are satisfied with their job 
are less likely to leave their place of work and studies that focus on employee turnover 
almost universally propose a negative and direct relationship between job satisfaction and 
turnover (e.g. Rizwan & Mukhtar, 2014; Rust, Stewart, Miller, & Pielack, 1996). 
Moreover, low job satisfaction has consistently been identified as one of the factors that 
negatively effects and predicts intentions to leave (e.g. Hann, Reeves, & Sibbald, 2011; 
Chapter 2:Literature Review 75 
Hatton & Emerson, 1998; Mobley, Griffeth, Hand, & Meglino, 1979; Moore, 2001; 
Siddiqui, Syed, & Hassan, 2012a; Zazzali, Alexander, Shortell, & Burns, 2007).  
 A study conducted in a child welfare organisation in the US identified that job 
dissatisfaction, a lack of opportunities to make use of their skills and abilities, low 
recognition for doing a good job, and an unsupportive culture were cited as key reasons 
for turnover in this human service environment (Cahalane & Sites, 2008). Similarly, 
another US study using data collected from 538 child welfare and social workers 
(McGowan, et al., 2010) identified that although the employees expressed some 
dissatisfaction with their salary, and it was a predictor of intent to leave, dissatisfaction 
with salary was not as significant as (a) their satisfaction with contingent rewards 
(recognition and appreciation) and (b) their satisfaction with the nature of the work itself. 
The authors of the study argue that these results indicate that managers of human service 
organisations need to reward staff in creative and expansive ways and can increase job 
satisfaction and retention by providing a flexible and caring culture (McGowan, et al., 
2010).  
Jacobs and Roodt (2008) examined data from a large sample of professional nurses 
working in private and provincial hospitals in South Africa. They identified that 
workplace organisational culture, and especially opportunities for learning and sharing, 
had a significant correlation with turnover intentions. The study suggests that when 
employees are unhappy at work and want change, they have decreased job satisfaction 
and increased intentions to leave. Another study conducted in community hospitals also 
found that job satisfaction decreases when employees experience workplace conflict 
(Bunsey, DeFazio, Brown Pierce, & Jones, 1991). The sample was 72 nurse managers, 
physicians and supervisors working in hospitals in Ohio, USA who were surveyed 
regarding their roles and expectations. The study found that when nurse managers 
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perceived some conflict with the supervisors and physicians, they were more likely to 
have lower job satisfaction and higher intentions to leave. An additional study surveyed 
170 academic physicians and scientists in the UK. Using the CVF as a culture assessment 
tool they found that the participants’ preferred future culture emphasised the Human 
Relations and Open Systems cultures and—to a lesser degree—Rational Culture, and 
deemphasized the Internal Process culture. This study argued that developing the 
organisational culture in the participants’ workplace would enhance innovation, quality, 
safety, and job satisfaction (Ovseiko & Buchan, 2012). 
Another study investigating the relationship between job satisfaction and intentions 
to leave was conducted by Singh and Loncar (2010). They identified that employee 
turnover forces an organisation to spend scare resources – time and money – to either 
replace an employee, or cover them while they recruit and train. Disruption to daily 
operations, stress on employees and loss of knowledge are just some of the negative 
impacts of turnover on an organisation and employees. Singh and Loncar’s study was 
conducted in a Canadian hospital with 200 nurses participating. They measured job 
satisfaction, pay satisfaction and turnover intent. They found that both pay satisfaction 
and job satisfaction influenced the turnover intentions of nurses. Job satisfaction, 
however, was more of a predictor of turnover, suggesting that nurses may be more 
willing to endure pay dissatisfaction if they are generally satisfied with the work they do. 
The authors propose that organisations’ retention strategies should include increasing 
employees’ job satisfaction and ensuring their organisational culture encourages 
employees to effectively utilise their knowledge, expertise, and skills in order to deliver 
quality services (Singh & Loncar, 2010). This study supports job satisfaction theory that 
holds that an individual’s experience of their work can affect an individual’s commitment 
to the organisation (Cullen, Edwards, Casper, & Gue, 2014). It also supports Diskiene 
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and Gostaustas’s (2013) study which suggests that employers who wish to improve job 
satisfaction should pay attention to the cultural fit between employees and the 
organisation’s values and invest more in communicating the organisational values to 
employees.  
The literature discussed suggests there are many reasons for employee turnover 
(Branham, 2005), but it clearly points to a supportive organisational culture and job 
satisfaction being an important retention strategy as it has a positive correlation with 
organisational commitment while dissatisfaction means an employee is more likely to 
leave the organisation (Hatton & Emerson, 1998; Mahdi, Zin, Nor, Sakat, & Naim, 
2012).  This was confirmed by Kim and Lee (2007) who conducted a study with 
nonprofit employees and found that there were strong correlations between the 
employees’ positive perceptions of their working conditions and mission attachment, staff 
commitment and retention. They identified that despite human service employees being 
highly altruistic, job satisfaction is reduced if there is not a positive work culture where 
managers makes employees feel important, respected, and valued by listening to their 
concerns and making them a top priority. They state that there is a good rationale for 
fostering a feeling of unity between the employees’ values and those of the organisation 
(Kim & Lee, 2007). They argue that attracting and retaining qualified employees has 
become a pivotal subject for Third Sector organisations as employee stability can have 
important implications for organisational performance (Kim & Lee, 2007). They state 
that the topic should receive continued attention yet there have been few studies 
published about human service employee turnover, retention and job satisfaction since 
then.  
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2.6 RELATIONSHIPS BETWEEN CHANGE READINESS, 
ORGANISATIONAL CULTURE AND JOB-RELATED ATTITUDES 
Most relevant to this thesis is the connection between employee change readiness, 
organisational culture and employee attitudes and outcomes. Some authors that have 
noted this connection include Baker (2009) who believes that the needs and interests of 
organisations and employees and their expectations of each other have changed 
significantly over the past few years. He argues that organisations no longer have 
predicable and stable environments, which means that leaders must develop new cultures 
that reflect the modern work values of employees. He is convinced that managers can 
change people’s thinking (their own and their employees) and have the power to change 
the culture, creating more successful outcomes for their organisation such as employee 
engagement and job satisfaction.   
 As a result of the powerful psychological responses that change can evoke, Conley 
(1993) states that understanding the importance and power of organisational culture is 
critical for leaders. Psychologist Thomas Krause (2008) agrees, suggesting that “whether 
change comes easily or proves difficult to achieve depends in part on the atmosphere – 
the organizational culture and safety climate – that leadership creates” (p.26). Alaimo 
(2011) also states that the organisation’s leaders have great influence on the culture and it 
is the Executive Director’s values, activities, and tasks that are largely responsible for the 
culture in a nonprofit organisation. He quotes Bjerke (1999) who states that the leader's 
use of language is a key driver of the enculturation process, as the way values and rules 
of behaviour are communicated, including nonverbal communication, shapes the values 
and norms of the organisation's culture. This suggests that change leaders have a 
significant influence over the culture and people’s change readiness.  
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2.6.1 Change readiness, organisational culture, and leadership 
 When researching the factors that affect change readiness, Holt et al. (2007a) 
identified that leadership support was one of the important variables. They argued that 
unless employees see a clear demonstration of support from key organisational leaders, 
change efforts can fail (Neves, 2009). Collaborating evidence that suggests a relationship 
between change readiness, culture and leadership includes a study conducted by Jones, 
Jimmieson, and Griffiths (2005) who used a measure based on the CVF to ask employees 
working in a government department to indicate the extent to which their organisation 
possesses characteristics associated with each of the four different CVF cultures (Human 
Relations, Open Systems, Internal Process, and Rational Goal). The study found evidence 
to suggest that employees who perceived strong Human Relations values (a supportive 
and participative culture) in their division reported higher levels of change readiness than 
other employees experiencing other types of organisational cultures.   
Newton (2006) also used the CVF to conduct research about culture and 
occupational stress. He found that leadership support is related to how individuals cope at 
work. He identified that employees’ perception of a lack of supervisor support and 
feedback negatively predicts job satisfaction. The study collected data from six 
organisations and found that the organisational culture has a considerable influence on 
work stressor-adjustment relationship and that job-related attitudes (including job 
satisfaction) are significantly more favourable in flexible compared to control-type 
organisational cultures. Employees in his study adjusted to challenges within a culture 
that is dominated by employee training and personal development, consultation, 
participation, openness, belonging and trust. Newton (2006) suggests that these 
organisations are usually more comfortable with the introduction of change and will 
display less resistance to doing things differently. The study is consistent with other 
studies that have found that organisational culture and leadership support impacts on the 
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cognition and behaviour of employees. For instance, Wittenstein’s (2008) study within a 
large health-care setting established that a culture that emphasised the need for change, 
the benefit to the organisation and individual, the capabilities of both to achieve the 
desired results, and the significant support of senior management for change positively 
impacted on an individual’s disposition to be resistant to change. 
Further evidence for the importance of supportive cultures and leadership can be 
found throughout the literature (e.g. Doelemana, Haveb, & Ahaus, 2012; Jacobs & Roodt, 
2008; Kotter & Heskett, 1992; Sanfilippo, Bendapudi, Rucci, & Schlesinger, 2008). 
There is growing confirmation that leadership characteristics and behaviours can 
influence the success or failure of organisational change initiatives. Kotter (1996) claims 
that up to 90 percent of successful change efforts, especially transformative change, is 
owed to leadership rather than management practices (Proehl, 2001). Battilana, 
Gilmartin, Sengul, Pache, and Alexander (2010) conducted a study with 89 clinical 
managers working in the National Health Service (public sector) in the UK who 
implemented change projects between 2003 and 2004. The study found that 
organisational change is a complex, dynamic process and leaders who are more effective 
at person-oriented behaviours are more likely to be good at inspiring and mobilising the 
members of their team than task-orientated leaders. A review of the leadership research 
by Bass (1999) explains that a transformational leadership style seems to foster autonomy 
and challenging work, which has become increasingly important to employees’ job 
satisfaction. This finding was confirmed by a study conducted by Lok and Crawford 
(2004) who examined businesses and the effects of organisational culture and leadership 
styles on job satisfaction and organisational commitment in samples of Hong Kong and 
Australian managers. The study found that innovative and supportive cultures, and a 
considerate leadership style, had positive effects on both job satisfaction and 
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commitment, with the effects of an innovative culture on satisfaction and commitment, 
and the effect of a consideration leadership style being stronger in the Australian sample.  
Allen, Jimmieson, Bordia, and Irmer (2007) provide evidence that the information 
that leaders provide about change in an organisation has an effect on employee’s trust and 
acceptance of change. Their study found that employees who perceived they received 
quality change communication, reported being more open toward the change. 
Furthermore, their results indicated that trust influences which sources employees seek 
information from and how they appraise the information they receive. This study 
highlights the importance of organisational leaders developing a culture where quality 
communication and trust is valued, as this can effect individual’s readiness for change 
and reduce employees’ uncertainty regarding change. 
2.6.2 Change readiness, organisational culture, and job satisfaction  
 There is a strong argument that the organisational culture, together with the internal 
state of change-readiness of employees, might be the key for managers aiming to achieve 
positive work attitudes that include job satisfaction and organisational commitment. Job 
satisfaction has been described in different ways throughout the literature but generally 
describes an employee’s level of contentment regarding his or her job and the importance 
or value a person attributes to their job (Wen-Hwa, 2012).  Some studies have explored 
the relationship between change and job satisfaction (Madsen, Miller, & John, 2005; 
Weiner, 2009), but few studies directly focus on the association between people’s 
perceptions of the change being beneficial and their job satisfaction. However, social 
exchange theory (Blau, 1964) attempts to explain how people deal with and respond to 
uncertainties and ambiguities such as change. The theory suggests that people assess 
changes in light of what they will gain and lose and this produces positive or negative 
global feelings, which are internally rewarding or punishing (Lawler, 2001). Neves and 
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Caetano (2006) used a sample of factory workers to study the social exchange theory and 
identified that organisational commitment can be high when employees feel control over 
the change that is affecting their work. This indicates that self-interest is a central 
property of social exchange and it is plausible that employees react emotionally to the 
perceived outcomes and consequences of change (Neves & Caetano, 2006). Hence, it 
could be argued that employees who perceive that change will benefit them are more 
likely to experience positive attitudes towards their work and job. 
 A study that clearly shows the link between culture, change-readiness and 
commitment is described by Ingersoll (2000). The study used the Organizational Culture 
Inventory (OCI) to assess three general types of culture: constructive, passive/defensive, 
and aggressive/defensive. The study aims to determine the relationships between culture, 
readiness and organisational commitment in a sample of employees participating in a 
public sector hospital-wide change process. The study found that organisational readiness 
was related moderately and positively to organisational commitment, suggesting that 
those employees with more favourable perceptions of the organisation's history of 
readiness for change were more committed to the work of the organisation. Change 
readiness was also related moderately and negatively to passive/defensive culture and to 
aggressive/defensive culture. Employees who perceived that the organisation's culture 
was restrictive and unsupportive of individual and group goals were less likely to 
perceive the hospital's readiness for change as positive. The study concluded that creating 
environments in which employees feel empowered to influence the work of the group is 
likely to have the added benefit of employee commitment to the work of the organisation 
as well as favourable perceptions about any proposed plans for change (Ingersoll, 2000). 
 Studies have shown significant correlations between organisational culture and 
employee job satisfaction. Tsai’s (2011) study with hospital nurses in Taiwan found that 
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organisational culture has an effect on job satisfaction which is consistent with the results 
of Gifford, Zammuto, and Goodman (2002a) who surveyed nurses in the US. They used 
the CVF culture instrument to assess the workplace culture and examined the relationship 
between culture and organisational commitment, job satisfaction and turnover. They 
found that organisational culture affects nurses' quality of work-life factors and that 
‘human relations’ cultural values are positively related to organisational commitment, job 
involvement, empowerment, and job satisfaction, and negatively related to intent to leave. 
A study by Ostroff (1992) conducted within schools also confirms this correlation 
although it did not measure culture specifically. The study surveyed over 13,000 teachers 
in the US and Canada and found that employee perceptions of poor performance were 
associated with lower levels of job satisfaction, organisational commitment and higher 
intentions to leave. The researchers conclude that the results from their study indicate that 
the workplace environment and job satisfaction is an important social process in school 
effectiveness. 
 Similarly, studies by Plooy and Roodt (2010), Castro and Martins (2010), Nystrom 
(1993) and Lund (2003) also suggest that there is a positive correlation between 
organisational culture or climate and the variable of job satisfaction. Most significant to 
this study is Lund (2003) who used a cultural model based on the CVF to explore the 
influence of culture types on job satisfaction. He used a five-item scale to measure job 
satisfaction for a sample of 1,800 marketing professionals across a range of companies 
based in the US. Respondents reported lower levels of job satisfaction when they saw 
their organisational culture was dominated by market (Rational Goal) or hierarchical 
(Internal Process) attributes. Higher levels of job satisfaction were found in cultures 
perceived by employees as clan (Human Relations) and adhocracy (Open Systems). The 
study suggests that flexible cultures are conducive to higher levels of employee 
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satisfaction, indicating that managers should make a concerted effort to build consensus 
and cohesion, teamwork and loyalty, and encourage innovation and entrepreneurship 
within their organisations. If these cultural attributes are not fostered, it is likely that job 
satisfaction and organisational commitment to the organisation will decrease. 
 Another study that provides evidence relating to different organisational cultures 
and employee work attitudes was conducted by Cunha and Cooper (2002). The study 
used the CVF to investigate employee well-being for organisations transiting from 
public-owned to privatised cultures. The authors found that job dissatisfaction and reports 
of distress were higher prior to the culture change (when Internal Process values were 
dominant) than when an organisation was more representative of Open Systems values. 
Thus, more favourable work attitudes and wellbeing was associated with values within 
the flexible cultures assessed by the CVF and less favourable well-being was associated 
within the control cultures assessed by the CVF.  
 Additional studies have also identified more favourable work attitudes associated 
with people-oriented cultures similar to the CVF Human Relations and Open Systems 
cultures. For instance, Pool (2000) surveyed business executives and found that 
individual perceptions of a constructive organisational culture characterised by 
recognition, quality, and realistic work places were associated with higher job 
satisfaction, organisational commitment, and job performance, compared to rule and 
procedure-oriented cultures (passive and aggressive). Thompson, Stradling, Murphy and 
O'Neill (1996) also found that an organisational culture characterised by compliance, 
lower recognition and supervision, and lower autonomy was also characterised by less 
favourable employee well-being and satisfaction. They surveyed over 500 social workers 
working in the public sector in the UK and found that cultures more akin to the Human 
Relations culture (e.g. supportive and in tune with the needs of their employees) resulted 
Chapter 2:Literature Review 85 
in higher levels of employee well-being. Ovseiko and Buchan (2012) surveyed academic 
physicians and scientists working at a university, identifying that team culture (the CVF 
Human Relations culture) was positively related to job satisfaction, whereas hierarchical 
culture (similar to the CVF Internal Process and Rational Goal cultures) was negatively 
related to job satisfaction. 
 Wanberg and Banas (2000) used a seven-item scale to assess the change attitudes of 
members of the National Association of Housing and Redevelopment Officials 
(NAHRO), a professional association of individuals working in the areas of public 
housing and community development. Their longitudinal study found that personal 
resilience (a composite of self-esteem, optimism, and perceived control) was related to 
higher levels of change acceptance. Three context-specific variables (information 
received about the changes, self-efficacy for coping with the changes, and participation in 
the change decision process) were predictive of higher levels of employee openness to the 
changes. Lower levels of change acceptance were associated with less job satisfaction, 
more work irritation, and stronger intentions to quit (Wanberg & Banas, 2000). 
 Another longitudinal study was conducted by Lerch et al. (2011). They also used a 
survey to study the change readiness of employees in a Prison-Based Work Release 
Centre in the US over a period of three years. They used items that explored 
organisational commitment and climate, staffing and funding needs, the level of cynicism 
about organisational change and the support for case planning. Their findings confirmed 
that changing the organisational culture does not occur overnight and a continuous 
training and modelling approach is necessary to actively create change within an 
organisation. The authors propose that more attention should be focussed on improving 
organisational commitment when introducing change because organisational commitment 
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has been found to mediate the impact of staff satisfaction and motivation on the change 
process (Iverson, 1996; Lerch, et al., 2011).   
 The studies described above support the theory that flexible and supportive cultures 
can have positive effects on employee work attitudes. This suggests similarities between 
the concepts relating to flexibility and the values associated with the organisational 
cultures (i.e. Human Relations and Open Systems) in the flexible quadrants of the CVF 
model. Cultures that are more controlled and rigid (characterised by bureaucracy, 
centralisation, and little autonomy – similar to Internal Process) are associated with lower 
levels of job satisfaction (Newton, 2006).  
 Quinn and Rohrbaugh (1983), who developed the CVF, suggest, however, that a 
balance among competing cultural values is recommended; extremes of cultural types are 
likely to be dysfunctional, unrealistic and potentially dangerous (Quinn, 1988). This was 
considered by Mian, Hai, and Jun (2008) through a sample of 270 companies in China. 
Their study suggests that because organisations exist in dynamic environments, none of 
the four CVF culture domains is likely to provide any organisation with all of the values 
and assumptions that it needs to respond to the environment, but if an organisation has a 
balanced culture, then it has the values necessary to operate in all four quadrants as the 
environment dictates (Mian, et al., 2008).  
2.6.3 Change readiness, organisational culture and efficacy 
 Another individual-level construct that needs to be discussed in this thesis is 
efficacy. Holt et al. (2007a) include efficacy as an important variable in their change 
readiness model and describe it as ‘the belief that the change can be implemented’. They 
found that efficacy was one of the factors associated with employee’s job satisfaction, 
affective commitment, and intentions to leave. Albert Bandura’s work (1977) introduced 
and developed interest in the construct of self-efficacy. Self-efficacy generally refers to a 
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person’s belief that they have the capability to perform a specific task, with strong self-
efficacy being associated with persistence and performance, whereas low self-efficacy is 
associated with failing on a task (Stajkovic & Luthans, 1998). Self-efficacy theory asserts 
that people's assessments of their personal competence can be a very powerful and 
accurate determinant of their future behaviour, which is why there is now significant 
interest in the theory that suggests employees need confidence, capacity and motivation 
to implement and sustain change (Marzillier & Eastman, 1984; Weiner, 2009).  This was 
established by a meta-analysis conducted by Stajkovic and Luthans (1998), which 
indicated a significant weighted average correlation between self-efficacy and work-
related performance. However, the analysis also found that self-efficacy was moderated 
by task complexity and locus of performance which tends to weaken the relationship 
between self-efficacy and performance. 
Self-efficacy has been found to be a construct consistent with the Theory of 
Planned Behaviour, which posits that information, attitudes and subjective norms can 
shape an individual’s behavioural intentions and behaviours (Williams, Kessler, & 
Williams, 2014). This theory suggests that social influence creates pressure among 
employees to act in change-supportive ways, so that if employees have a high level of 
self-efficacy, they are more likely to cope and adjust during times of organisational 
change (Jimmieson, et al., 2008). Self-efficacy has also been found to enable people to 
attempt the complex tasks involved in organisational change, learning, and innovation as 
suggested by Pearlmutter (1998). Pearlmutter states that leaders who pursue 
organisational change are those who are strong and transformational, and recognise the 
power of organisational culture and climate. She argues that successful change leaders 
see challenges as part of the learning process and “have resilient beliefs in one's ability to 
mobilise the efforts of others, promote attainments in organisations and individual 
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accomplishments, as well” (1998, p. 30). She believes that people who have self-efficacy 
and participate in incremental change efforts can then implement greater, more 
challenging change. Pearlmutter states that it is the organisational culture that is 
important, as a culture that supports leadership development, innovation and change 
provides many opportunities for employees who are ready for change (Pearlmutter, 
1998).  
 Kriegel and Brandt (1996) describe ‘confidence’ as one of the seven personal 
characteristics that determine how well a person reacts to change. They argue that 
confidence along with resourcefulness, passion, optimism and adaptability support a 
person’s ability to be ready for change and reduce resistance and self-interest. They 
suggest that confidence is a key attitude that indicates that a person believes in their 
personal skills and ability to succeed, which consequently leads to job satisfaction. This 
has been strongly collaborated throughout the self-efficacy literature (e.g. Heuven, 
Bakker, Schaufeli, & Huisman, 2006), which indicates a strong link between self-efficacy 
and job satisfaction, suggesting that people who are more confident (despite challenges 
and change) are more satisfied at work and less likely to leave their job (Borgognia, 
Russob, Miragliaa, & Vecchionea, 2013). A similar finding was established by 
Cunningham (2006), who analysed data from 299 employees from 10 sporting 
organisations undergoing significant organisational change. He found that the ability to 
cope with change mediated the relationship between commitment to change and turnover 
intentions, and that commitment to change had a direct impact on intentions to leave 
among employees in the participating organisations. Similarly, Schyns, Torka, and 
Gössling (2007), who surveyed 326 employees from 13 different companies based in 
Europe, found that turnover intention and change readiness were significantly related but 
by itself occupational self-efficacy was not a predictor for turnover. However, they argue 
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that organisations need to offer their employees supportive leadership and opportunities 
for personal development so they can increase their confidence and adapt to change more 
positively (Cherian & Jacob, 2013; Schyns, et al., 2007).  
 Confidence has been found to increase with time spent in the workplace (e.g. 
Newton & McKenna, 2007), and it is believed that personal confidence to implement 
change is higher when employees share a sense of collective confidence that they can 
implement complex organisational change (Weiner, 2009) and that change will benefit 
them personally and collectively. But what happens when employees do not have any 
invested self-interest in the change, or believe the change being proposed won’t yield any 
benefits for them? Armenakis and Harris (2002) suggest that employees will not be 
motivated to implement change and this will result in resistance to change. Other authors 
believe the lack of efficacy can lead to disengagement, conflict, anxiety and stress and 
poor performance (Eby, Adams, Russell, & Gaby, 2000; Kotter, 2005; Lattuch & Young, 
2011; Salmela, Eriksson, & Fagerström, 2013). Hence, it could be argued that employees’ 
perceived benefits of implementing change will be associated with efficacy, the 
confidence that they can implement workplace change. 
2.7 SUMMARY OF CHAPTER 2 
 The Third Sector plays in an important role in Australia's economy, society and 
political system so there is now a compelling need to increase our understanding about 
employees who work in the Third Sector and how nonprofit human service organisations 
can become more effective and sustainable. The literature reviewed in this chapter 
suggests that one way organisations can be sustainable is to embrace change and 
constantly respond to their internal and external environments and stakeholder needs 
(DiBella, 1992). However, the literature also suggests that change can be difficult to 
implement and it appears that change strains not only the organisation but also individual 
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employees within the organisation (Vakola & Nikolaou, 2005). Studies show that 
individuals with lower levels of change acceptance report less job satisfaction, more work 
irritation, and increased intentions to quit (Wanberg & Banas, 2000). Lower levels of job 
satisfaction are also consistently related to higher intentions to leave (for example, 
Mobley, et al., 1979; Siddiqui, Syed, & Hassan, 2012b; Tsai & Wu, 2010). With high 
employee turnover being costly and associated with a decrease in quality of care (Castle 
& Engberg, 2005), employee attitudes are an important issue that warrant investigation 
within nonprofit human service organisations. Similarly, because much of the research 
about the relationship between change readiness, organisational culture and job-related 
attitudes and outcomes has been conducted in for-profit and public organisations, this 
review suggests that research on the topic could significantly contribute to the literature 
and give nonprofit managers much greater insight about the theories related to change-
readiness, organisational culture and job-related attitudes in a Third Sector context. 
2.8 FRAMEWORK OF THE THESIS 
This chapter has explored the literature related to organisational change readiness 
and organisational culture and identified a significant lack of research studying these 
variables in the Third Sector. The review found that there is evidence to suggest that 
organisational culture influences employee thinking, attitudes and behaviours at work. To 
this end, it appears that organisational culture can affect employees’ change readiness and 
job attitudes such as job satisfaction and intentions to leave. To explore the relationship 
between these constructs, two instruments have been identified and described in this 
chapter that could be useful in the Third Sector. The first is an instrument developed by 
Holt et al. (2007a) that measures five variables that influence change readiness: need for 
change, efficacy, organisational benefit, leadership support and personal benefit (see 
Table 2.2). The instrument needs refining and validating, but it offers the opportunity to 
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fill a void in the literature which explains how nonprofit organisations can effectively 
promote change readiness and positively influence employees’ job-related attitudes in an 
effort to increase employee retention and lower turnover.  
Additionally, this chapter has introduced the organisational cultures described by 
the CVF developed by Quinn and Rohrbaugh (1983). The CVF is a model that has been 
used extensively and globally since its development over 20 years ago. It has been used 
by researchers to assess the cultures of private, public and nonprofit organisations and 
determine the factors that predict whether an organisation performs effectively. The CVF 
is a competing values approach which suggests that organisations either demonstrate 
flexibility and adaptability, or stability and control. Similarly, some organisations focus 
on efficient internal processes whereas others focus on competitive external positioning. 
Quinn and Rohrbaugh (1983) placed these competing values into a two-dimensional 
pattern with four quadrants that represent a distinct set of organisational values. The four 
quadrants on the pattern are now known as flexible organisational cultures (human 
relations and open systems) and control organisational cultures (rational goal and internal 
process). Researchers use the CVF to assess the values of the organisation, its leaders and 
employees. Over the years dominant cultures have been changing and today leadership 
and business research tends to favour the flexible cultures because of their positive 
influence on employee engagement, innovation, productively, job satisfaction and 
turnover (e.g. Gifford, et al., 2002b; Lund, 2003; Ovseiko & Buchan, 2012).  
This framework and the gaps found in the literature (particularly pertaining to 
nonprofit organisations) suggest that three separate but interrelated studies are required. 
Study 1 will test and measure the organisational culture and change readiness instruments 
and report on the findings. The organisational culture instrument will be tested using an 
additional fifth cultural type, ‘altruistic’, a unique cultural type that could be part of 
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human service nonprofit organisations (Newton, 2007). Described in detail in Study 2a 
and 2b, the literature review has been used to develop a number of hypotheses that are 
tested to consider their relevance for nonprofit human service organisations. The 
hypotheses in those chapters are used to explore and illustrate, using Structural Equation 
Modelling, any linkages and direct or indirect paths between the following constructs: 
organisational culture, five change readiness variables, job satisfaction and intentions to 
leave which is the predictor used to establish the likelihood of an employee leaving their 
job (e.g. Griffeth, et al., 2000; Takase, 2010). The overall aim of the studies 2a and 2b, 
and the hypotheses testing, is to understand the effect of organisational culture on 
nonprofit employees’ change readiness, and to explore the relationship between 
organisational culture and change readiness and the influence these have on job 
satisfaction and intentions to leave.  
These human resource issues are considered to be associated with organisational 
sustainability because when employees are satisfied and committed to the organisation, 
there is an increased chance of the workforce adapting to change and being retained 
(Dunphy, 2000). The theoretical and practical implications of the studies will be 
described in Chapter 6.  
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Chapter 3: Study 1 
This chapter presents Study 1. The goal of this study was to test and validate the 
instruments used in the thesis to measure organisational culture and change readiness. 
The study was undertaken because to have confidence in the findings of research, it is 
important to first have confidence in the quality of the instruments being used (Noar, 
2003). The chapter describes the participants of the study (dataset 1) and provides a 
detailed explanation of the research design, the instruments tested and the findings.  
In this study the CVF (Quinn & Rohrbaugh, 1983) is extended to ensure that it 
appropriately captures the cultural values of human service nonprofit organisations. 
Additionally, the instrument developed by Holt et al. (2007a) is tested, refined and 
validated in order to measure the factors influencing change readiness.  
3.1 INTRODUCTION AND METHODOLOGY 
Given the large amount of previous research about organisational culture and 
change readiness, this study has taken a deductive approach, which Babbie (2013) 
describes as using the existing literature to propose a model (conceptual framework) 
and examining credible predictions about relationships between the variables and 
constructs being examined. This is in contrast to a qualitative research design which is 
more suitable in situations when the researcher wants to immerse oneself in a situation 
in order to observe and analyse patterns, themes and relationships and then develop 
hypotheses and a theory (Tracy, 2012), or a panel design which is used predominantly 
when conducting causal research involving large-scale quantitative studies (Curtis & 
Drennan, 2013; Singh, 2007). 
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While both qualitative and quantitative approaches have strengths and 
weaknesses, as well as their own values, beliefs and norms (Goertz & Mahoney, 
2012), a positivist approach and generalist methodology is an accepted way of 
understanding organisational culture (Cameron & Quinn, 2005). A positivist approach 
is based on knowledge gained from 'positive' verification of observable experience 
rather than, for example, introspection or intuition (Moses & Knutsen, 2012). The 
approach can be used to compare and contrast similar organisations and used for 
theory testing.  
While the approach to reliably measuring organisational culture is still being 
debated by many researchers, a positivist, quantitative methodology was chosen for 
this thesis because it is an approach used by numerous researchers studying 
organisational culture and change readiness as they believe that employees’ reality can 
be observed and described without interfering with the phenomena being studied (e.g. 
Devi Ramachandran, Choy Chong, & Ismail, 2011; Givens, 2012; Meyer, Hecht, Gill, 
& Toplonytsky, 2010; Sheridan, 1992; Sriramesh, Grunig, & Dozier, 1996). A 
quantitative approach offers the advantages of being a faster and economical approach 
that could ensure participation from the large sample of nonprofit employees needed 
for validation testing. Using an instrument to measure each construct, enables a 
researcher to assess the reliability and internal validity of the instruments being used. 
Swanborn (1996) explains that validity is important because a researcher’s findings 
are less likely to be free from random as well as systematic errors and it allows 
researchers to investigate causal interpretations of covariances. This methodology was 
important in this thesis as after testing the instruments (study 1), the aims of the thesis 
were to explore the relationships between the constructs being examined (study 2a and 
2b). This methodology also offers a greater opportunity to replicate and compare the 
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results across organisations in a common articulated frame of reference for 
interpreting the data (Cooke & Rousseau, 1988; Goertz & Mahoney, 2012; Xenikou & 
Furnham, 1996).  
The adopted quantitative methodology is based on statistical analysis of data 
collected from employees working in large nonprofit organisations that offer human 
services to the community. Whilst these organisations do utilise a small number of 
volunteers, volunteers were not involved in this study because the focus of the thesis 
was on the attitudes and values of the Third Sector paid workforce. The data was 
collected from a large number of people to quantitatively determine common themes 
and relationships between variables (Clark-Carter, 2004). This is a cross-sectional 
study that involves observations of a sample of a population or phenomenon at a fixed 
point in time (or over a short period of time). This approach offers the benefits of 
extensive anonymous participation, which allows the researcher to be sensitive to 
ethical research standards including confidentiality, gaining informed consent, and 
ensuring the participants are not subjected to any undue discomfort, burden or risk 
(Curtis & Drennan, 2013).   
3.1.1 Measuring organisational culture 
The four-quadrant Competing Values Framework (CVF) model (Quinn & 
Rohrbaugh, 1983) has been adapted and applied to study organisational culture and the 
paradoxical nature of management and organisational effectiveness for the past 20 
years (Vilkinas & Cartan, 2006). The model has been applied in a number of settings 
and adapted over the years, including in an Australian context (e.g. Lamond, 2003). 
However, studies have typically used the CVF in private and public sector contexts, 
and/or have low sample sizes (e.g. Kalliath, Bluedorn, & Gillespie, 1999). A study that 
was more thorough was conducted by Helfrich, Li, Mohr, Meterko, and Sales (2007a) 
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who used the CVF instrument in a study with 71,776 public sector employees in the 
US. After conducting a series of factor analysis, this study identified that a two-
subscale solution (12 items) provided a more parsimonious fit to the data as compared 
to the original four-subscale model. The authors suggested that significant additional 
research is needed (Helfrich, et al., 2007a) to test and validate the instrument. 
While a significant body of the existing literature demonstrates the existence of 
the four CVF cultures in private and public organisations (Human Relations, Open 
Systems, Rational Goal and Internal Process) (e.g. Lamond, 2003; Vilkinas & Cartan, 
2006), some preliminary work by Newton (2007), shows that an additional culture, the 
Altruistic culture was required to adequately describe the organisational cultural 
values found within Third Sector organisations. Newton (2007) used the CVF in an 
Australian nonprofit context, conducting a qualitative study to identify the values that 
were potentially relevant to human service nonprofit organisations as they related to 
the CVF. The study identified that the values relating to the existing CVF were 
relevant to human service nonprofit organisations but also identified a set of values 
that were not included in the CVF.  More specifically, values such as ‘community 
service, ‘respect for people’ and ‘offering hope’ were common among the 
respondents, which clearly represented a cultural type (altruistic culture) that the CVF 
did not identify. Newton (2007) went on to assess these values quantitatively in a 
small sample and found a link between an altruistic culture with higher levels of role 
clarity, lower role conflict, and physiological symptoms reported by these nonprofit 
employees. He stated that while the CFV is a useful instrument, further analysis is 
required to investigate if it needs to be extended to include a separate category of 
‘Altruistic’ culture. 
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Shilbury and Moore (2006) also used the CVF in a nonprofit context. Their work 
with nonprofit sporting organisations found that the presence of the Rational Goal 
culture was the best predictor of effectiveness. The authors of the study caution other 
researchers and state that while they thought the CVF was useful, they also believed 
that further research was needed and the CVF refined to ensure it captured the values 
of nonprofit organisations. 
The two studies by Newton (2007) and Shilbury and Moore (2006) both suggest 
that nonprofit human services organisations can be described by the four cultures 
described by the CVF, with the possible addition of a fifth, Altruistic culture. Indeed, 
there is a significant gap in the literature given the large number of nonprofits around 
the world and the potential value that the CVF could offer these organisations as a tool 
for diagnosing and managing their organisational culture (Newton, 2007).  
In summary, in order to validate the CFV instrument and compare nonprofit 
organisational cultures, this study adopts a quantitative research approach to identify 
the values held by employees working in large nonprofit organisations by using the 
CVF instrument and additional altruistic items identified by Newton (2007). This 
study will ensure the instrument can be relied upon when conducting the analyses in 
Study 2a and Study 2b. 
3.1.2 Measuring change readiness 
Prior research has found that change readiness is an important theory that plays a 
central role in shaping employee perceptions and attitudes towards workplace change. 
It is believed that change readiness can reduce resistance to change and help foster 
change commitment and change acceptance (Armenakis, et al., 2000). There are many 
different methodologies and perspectives to analyse the ‘change readiness’ construct, 
with numerous studies using a quantitative approach (Oreg, et al., 2011). Using a 
98 Chapter 3: Study 1 
quantitative approach is considered an efficient means of collecting change-related 
attitudes and perceptions in large organisations because the extent to which the 
readiness assessment is reliable and valid can be determined across time and 
organisations (Holt, et al., 2007a).  
Holt et al. (2007c) reviewed 32 instruments purporting to measure readiness for 
change and found that typically these instruments attempt to assess readiness from one 
of four perspectives, the change content, the change process, the organisation’s 
context, and the attributes of the individual (see Figure 2.1). With this in mind Holt et 
al., (2007c) identified the most influential readiness factors as (a) discrepancy (i.e., the 
belief that a change was necessary), (b) efficacy (i.e., the belief that the change could 
be implemented), (c) organisational valence (i.e., the belief that the change would be 
organisationally beneficial), (d) management support (i.e., the belief that the 
organisational leaders were committed to the change), and (e) personal valence (i.e., 
the belief that the change would be personally beneficial). These five factors were 
defined and 44 items were written to assess them. Holt, et al. (2007a) describe a sound 
theoretical framework that was used to develop their scale. However, there has been 
sparce change readiness research conducted in the Third Sector, and the instrument 
measuring the five factors proposed by Holt et al., needs to be validated with a sample 
of nonprofit employees before being adopted in further analysis of the influence of 
change readiness in the Third Sector. Once validated, the instrument can be then used 
to assess whether the components of change readiness can reduce turnover in these 
organisations. 
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3.2 METHOD 
3.2.1 Procedure 
Three large nonprofit organisations experiencing organisational change and 
growth were approached and agreed to participate voluntarily in the research. The data 
collection method for Study 1 was primarily conducted through on-line surveys from 
the three organisations, A, B and C, which are described in Section 3.2.2. Employees 
from Organisation A were also provided with a paper-based version of the survey 
(Appendix A – Survey 1) because it was deemed that they had less access to a 
computer, and this would be a barrier to them completing the survey. If the 
participants chose to complete the paper-based survey, the survey responses were 
mailed back to the researcher in reply-paid envelopes and then added manually to the 
database. Organisations B and C only chose to offer their employees only the web-
based format of the survey.  
Internet surveys are an attractive alternative to postal or telephone methods 
because they have the potential to reach a lot of people while eliminating the cost of 
stationery, postage, and administration (Braithwaite, Emery, de Lusignan, & Sutton, 
2003). They also help to keep the participant anonymous (Clark-Carter, 2004)  and 
allow simple automatic transfer of data into a database, thus eliminating the need for 
manual inputting and avoiding potential errors. At the same time, difficulties with 
web-based surveys include the need to ensure an appealing design, technological 
problems, obtaining a representative sample and adequate response rate (Braithwaite 
et al, (2003). The researcher cannot assume that an email invitation is sufficient to 
attract the required sample of intended participants, particularly if they do not 
complete the survey immediately after receiving the invitation. To avoid these 
difficulties in this study purposeful sampling was used (see Patton, 1990). In addition, 
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before the survey was being distributed, the CEOs of each organisation communicated 
with employees about why the research was being conducted, that ethical approval had 
been granted, and that the research was undertaken under the guarantee of 
respondents’ anonymity. A week later, participants were sent an invitation from the 
researcher, including the unique web link (for their organisation) to enable them to 
complete the survey online. The typical time required for completion of the survey 
was between 15 to 20 minutes. The participants were given a deadline to complete the 
survey, and a reminder was sent just before the deadline. The survey was made 
available to participants using a unique web link for each organisation so that the data 
from different organisations could be identified. For those people in Organisation A 
who received a paper-based survey, employees received their survey in an unmarked 
envelope. The envelope contained the survey, an information sheet, and another 
envelope to return their completed survey. Upon completion, these sealed envelopes 
were collected by the researcher from Organisation A’s head office. 
3.2.2 Participants and organisations 
They survey was sent to 5200 and a sample of 334 employees was generated 
from the three organisations, a response rate of 6.9 percent. The participants identified 
as direct service providers (n=170, 40%), management (n=72, 17%), administration 
and finance (n=44, 10%), and ‘other’ or did not state their role (n=48, 33%). The 
participants were largely Queensland-based (99.7%), with only one person working in 
the Northern Territory. The participants reported their highest education level as 
secondary school (9%), Diploma/Certificate/Trade (27%), Degree (27%) and 
Postgraduate (13%). They had been working in the nonprofit sector for an average of 
7.5 years (M=7.50; SD=6.83), and in their current organisation for an average of 4.67 
years (M=4.67; SD=4.29). 
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 Organisation A was a large faith-based human service organisation with a 
turnover of over $90 million and a workforce of 2000 staff. The organisation was 
approached because of its growth providing a wide range of human services for the 
aged, children and families. The organisation’s mission promotes the principles of 
access, equity, respect and quality services for people in need. One hundred and thirty 
five employees responded to the survey (N=135), a 6.8% response rate. They included 
12 males and 123 females. Their ages ranged from 19 to 67 (M = 42.96; SD = 11.98) 
and the mean tenure was 4.15 years (SD=4.04).  
 Organisation B was a large secular disability sector organisation. This 
organisation has grown rapidly over the past 10 years and now has an annual turnover 
of $35 million and employs more than 650 staff. The organisation describes itself as a 
proactive, respectful organisation that values the human rights of people whose lives 
are affected by disability, mental illness, aged-related frailty and dementia. Fifty 
employees responded to the survey (N=50), a 7.7% response rate. Participants 
included eight males and 42 females. Their ages ranged from 21 to 58 (M = 37.98; SD 
= 11.28) and the mean tenure was 4.35 years (SD=4.17). 
 Organisation C was a large faith-based organisation providing crisis support, 
suicide prevention and mental health support services. Founded more than 40 years 
ago, the organisation has seen most of its growth over the past 10 years. The 
organisation’s revenue has increased from $1.5 million to over $13 million during that 
time and it now has a workforce of over 1000 staff. The organisation promotes 
efficient, effective and focused operations with the aim of empowering people to take 
steps towards maintaining mental health and emotional wellbeing. One hundred and 
fifty nine employees responded to the survey (N=149), a 14.9% response rate. They 
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included 40 males and 109 females. Their ages ranged from 19 to 67 (M = 45.47; SD = 
11.81) and the mean tenure was 4.68 years (SD=4.25). 
 
Table 3.1. Descriptive statistics of participating organisations in Study 1 (dataset1) 
Organisation Primary Activity Participants Employee Age 
Range (Mean, SD) 
Employee 
Gender 
Tenure 
(Mean, SD) 
 
A Aged Care 135 19 – 67 (42.96, 11.89) 
M: 12  
F:  123 4.15 (4.04) 
B Disability 50 21 – 58 (37.98, 11.28) 
M: 8 
F:  42 4.35 (4.17) 
C Community support 149 19 – 67  (45.47, 11.81) 
M: 40 
F:  109 4.68 (4.25) 
Overall 
Statistics 
 334 44.30 (12.06) M: 60 F: 274 4.67 (4.30) 
   M = male; F = female 
3.2.3 Measures 
The first section of the developed measurement instrument (Questions 1-13 – 
Appendix A) contained the general and demographic questions about participants’ 
gender, age, employment characteristics, years working in nonprofit organisations, 
role in the organisation, location, highest educational level, type of service, and 
identification with the nonprofit sector, organistion and team. The survey also 
collected information about employees’ job satisfaction and intentions to leave 
(Question 14); however this data was not analysed or used in Study 1. 
The four organisational cultures – Human Relations, Open Systems, Internal 
Process, and Rational Goals – identified in the CVF model (Vilkinas & Cartan, 2006) 
were measured using a 16-item instrument adapted from Kalliath et al (1999) to suit 
the Third Sector context (Appendix A – Question 15 ). The Altruistic culture was 
measured using the last four items in Question 15, which were adapted from the four-
item instrument developed by Newton (2007). Using a scale of -3 (very much not 
valued) to +3 (very much valued), respondents were asked to indicate how much each 
value was demonstrated by their organisation. During the analysis stage, the ratings 
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were transposed into a 1-7 scale with 1 representing not valued at all and 7 
representing very valued. 
Change readiness was assessed in the last section of the survey instrument 
(Question 16 – Appendix A). The survey included 44 items from the model for the 
quantitative evaluation and analysis of change readiness (Holt, et al., 2007a). The 
instrument categorised change readiness in terms of (a) need for change; (b) efficacy; 
(c) organisational benefit; (d) leadership support; and (e) personal benefit. Items were 
rated from 1 (Strongly Disagree) to 7 (Strongly Agree).  
3.3 RESULTS – ORGANISATIONAL CULTURE 
3.3.1 Confirmatory factor analysis  
The aim of Study 1 was to test and validate the two key measurement 
instruments within the context of Third Sector organisations. Testing and optimisation 
of the measurement instruments is an essential step to ensure the credibility of the data 
collection and to confirm the relationships between a construct and its indicators. 
Surveys are typically designed to form several distinct groups of questionnaire entries 
associated with a particular construct or concept, such as ‘Human Relations’ culture 
(Vilkinas & Cartan, 2006), or ‘Altruistic’ culture (Newton, 2007). Each of these 
overarching organisational cultures is represented by a set of observed variables 
originating from the survey entries. The observed variables from a particular set 
corresponding to a particular culture tend to describe the same overarching tendency 
(e.g., the existence of altruistic values among employees) within an organisation. 
Consequently, the observed variables belonging to the same set typically depend on 
each other, that is, correlate with each other (in other words, they are not orthogonal to 
each other). The dependent (non-orthogonal) variables cannot be used simultaneously 
in linear regression analyses.  
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Whether different questionnaire answers are related to the same factor can 
sometimes be assessed on the basis of theoretical intuitive perceptions of the person 
constructing the questionnaire or conducting the subsequent analyses. However, it is 
imperative to either mathematically derive such grouping of measurable variables into 
factors, or at least validate any such grouping rigorously through the application of an 
adequate statistical methodology to quantitatively evaluate the nature of each of the 
observed variables and relationships between them. The statistical methodologies 
designed to address this issue are based on the exploratory factor analysis (EFA) and 
confirmatory factor analysis (CFA), respectively (Hoe, 2008; Hoyle, 1991; Hu & 
Bentler, 1999; Iacobucci, 2009, 2010). Rephrased, the factor analysis statistically 
validates the original survey design, ensures a more reliable measure of the different 
organisational cultures, and explains any possible relationships between the observed 
variables (survey items). 
  CFA was conducted using the statistical software package AMOS (22). Of the 
20 items, 16 items (Appendix A – Question 15 ) were adapted from the original CVF 
items (Kalliath, et al., 1999), and the additional four items were developed by Newton 
(2007). These 20 items were initially assessed as indicators of the five assumed 
organisational cultures (Human Relations, Open Systems, Rational Goal, Internal 
Process and Altruistic) as shown in Table 3.2.  
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Table 3.2. Culture items. 
 
Culture the item is assessing  
Internal Process Predictable outcomes at work 
 Stable and set ways of doing things 
 Order at work and procedures 
 Dependability and reliability 
Open Systems Innovation and change 
 Creative problem solving 
 Decisions made at the local levels of management 
 New ideas 
Human Relations Employee participation and open discussion 
 Sharing employee concerns and ideas 
 Being acknowledged for good work 
 Morale and pulling together to do the work 
Rational Goal Service excellence and quality for service users 
 Getting the job done 
 Achieving goals 
 Being efficient 
Altruistic Improving others’ quality of life 
 Offering hope 
 Respect for all people 
 Community service 
 
To choose the best model that properly fits dataset 1, several model options were 
considered, with several combinations of cultures and measurable variables (survey 
items), and investigated the respective goodness of fit (GOF) indices (see Appendix C 
for the detailed explanation and description of the GOF indices), aimed at obtaining a 
model that results in the best combination of these indices.  
Maximum likelihood (ML) estimation was employed in the analysis as reliable 
estimates have been obtained by ML estimation for small samples sizes (Anderson & 
Gerbing, 1988). This method assumes normality of the data, an assumption that was 
violated in this sample as it was not normally distributed. To ensure the non-normal 
data did not influence the results, a Bollen-Stine bootstrap procedure (1000 iterations) 
was employed (Bollen & Stine, 1993). This analysis was not significant, indicating 
that the chi-square indicator of model fit was not inflated. Lastly, missing data was 
inspected and considered to be missing at random.   
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The scores for each of the factors were given by the linear combinations of the 
corresponding measurable variables with the coefficients given by the variable CFA 
loadings. For example, the Altruistic culture score Cal, is: 
Cal = 
wal1Val1 + wal2Val 2 + wal3Val 3 + wal4Val 4
wal1 + wal 2 + wal 3 + wal 4
,     Eq. (3.1) 
where the Valj (j = 1,2,3,4) are the measurable non-standardised variables (see 
Question 15 in Appendix A):  
Val1 = ‘Improving others’ quality of life’, 
Val2 = ‘Community service’,  
Val3 = ‘Offering hope’, and  
Val4 = ‘Respect for other people’;  
and waj (j = 1,2,3,4) are their respective loadings in the overarching Altruistic culture 
(factor). Very similar equations can be written for the other four cultures to determine 
their factor scores using the associated measurable variables. In the event of  
walj = 1 for all values of j = 1,2,3,4, Eq. (3.1) is reduced to simple averaging of the 
variables associated with the considered culture. This procedure enables the analysis to 
introduce the five indicated cultures as latent variables in the model, and then consider 
relationships between these latent variables (overarching concepts) and with other 
variables characterising nonprofit organisations and attitudes of their employees.  
Three illustrating examples of possible models that fit dataset 1 are shown in 
Table 3.2. The first considered option involved all 20 variables/items (Appendix A –
Question 15 ) and just one factor (Table 3.3). In this case, it was assumed that all the 
previously discussed cultures could in fact be joined into one principal factor, resulting 
in 1-factor CFA. As can be seen from Table 3.3, the obtained GOF indices for the first 
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model option appear to indicate unacceptable model fit. Indeed, all of the presented 
GOF indices fall outside of their acceptable ranges, except for SRMR that indicates 
marginally acceptable fit. In the second considered model, the 20 items were 
considered in five factors as suggested by the CVF. However, as can been seen from 
Table 3.3, this second model choice also failed to produce a reasonable model fit, 
which is demonstrated by the GOF indices. The third row in Table 3.3 however, shows 
the best model fit achieved where all of the five expected cultures are considered 
separately, and the four items ‘Employee participation and open discussion’, 
‘Dependability and reliability’, ‘Innovation and change’, and ‘Service excellence and 
quality’ are removed from the analysis, leaving 16 culture-related items in total. Table 
3.3 shows the standardised factor loadings resulting from this CFA modelling.  
 
Table 3.3. GOF indices for the three considered models. 
 GOF indices 
Considered Model χ2/df p-value CFI TLI RMSEA SRMR 
1-factor model with 20 items 11.05 0.001 0.800 0.777 0.153 0.07 
5-factor model with 20 items 4.904 0.000 .927 0.913 0.096 0.04 
5-factor model with 16 items 3.75 0.000 0.961 0.950 0.081 0.03 
The presented p-values are for the χ2-test 
 
It is clear that all of the found GOF indices (Table 3.3) in the third considered 
model, except for chi-square and its related p value, demonstrate good fit to the 
available data. This indicates that the model could be improved either by reviewing 
whether these cultures are a good description of Third Sector organisations, or by 
conducting a two-level CFA (see section 3.3.2) which assumes there are some 
associations between the cultures that the CVF states are ‘flexible’, and the cultures 
that the CVF states are ‘control’ cultures.  
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Table 3.4. Factor Loadings (Culture, dataset 1). 
Observed variables                                                                             Organisational cultures and variable loadings 
 Human 
Relations 
Open 
Systems 
Rational 
Goal 
Internal 
Process Altruistic 
 
Morale and pulling together to do the work  0.88     
Sharing employee concerns and ideas  0.90     
Being acknowledged for good work  0.84     
Creative problem solving   0.88    
Decisions made at the local levels of management   0.81    
New ideas   0.86    
Being efficient    0.80   
Achieving goals    0.84   
Getting the job done    0.83   
Order at work and procedures     0.82  
Stable and set ways of doing things     0.70  
Predictable outcomes at work     0.73  
Improving others’ quality of life      0.94 
Community service     0.88 
Offering hope     0.95 
Respect for all people     0.92 
 
3.3.2 Correlations and reliability  
The CFA analysis demonstrated that the five different organisational cultures 
and the survey items associated with each of these cultures were chosen reasonably, 
and Table 3.5 provides support of the obtained results and the assumed association of 
the survey items with the five organisational cultures. The diagonal terms (in brackets) 
show the values of the Cronbach’s alpha coefficients (Cronbach, 1951) calculated for 
each set of the observed variables constituting a particular organisational culture. As 
can be seen from Table 3.5, all of the calculated Cronbach’s alphas are greater than 
0.70 which is the conventional threshold value for good reliability, while at least three 
cultures (Human Relations, Open Systems and Altruistic) display excellent reliability. 
This confirms the previously assumed relationships and association between the 
identified organisational cultures and the respective observed variables.  
The analysis shows that the five considered latent constructs (cultures) are all 
correlated with each other, including the fifth culture, Altruistic. Overall, correlations 
between the variables were moderate to high and in the expected direction. Human 
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Relations is most highly correlated with Open Systems (r = .85, p = 0.01) and 
Altruistic (r = .78, p = 0.01). This was expected as these are the same values used to 
assess the similar values dimensions. Human Relations is least correlated with 
Rational Goal and Internal Process. Meanwhile, Rational Goal is most highly 
correlated with Open Systems (r = .72, p = 0.01) and Internal Process (r = .69, p = 
0.01) and least correlated with Human Relations and Altruistic. Again, this is expected 
as these are considered the opposite value dimensions. These results are consistent 
with the analyses of the CVF by Helfrich, et al., (2007b), Stock, McFadden, and 
Gowen (2007) and other studies that have used personal values to determine employee 
attitudes and outcomes (Cohen, 2009). 
 
Table 3.5. Correlations and Cronbach’s alpha coefficients (Culture).  
Variables Human Relations 
Open 
Systems 
Rational 
Goal 
Internal 
process Altruistic 
Human Relations (0.89)     
Open Systems 0.85** (0.89)    
Rational Goal 0.67** 0.72** (0.84)   
Internal Process 0.49** 0.58** 0.69** (0.77)  
Altruistic 0.78** 0.78** 0.66** 0.50** (0.95) 
The calculated Cronbach’s alpha coefficients (in brackets at the table diagonal).  
** = p < 0.01 for the considered correlations. 
 
 
3.3.3 Second-level CFA  
Table 3.4 shows that the obtained organisational cultures are not independent, 
but rather they significantly correlate with each other. This suggests an opportunity to 
consider second-level CFA where it can be assumed that the five identified 
organisational cultures could be overarched by even more general factors. In other 
words, the second level of the conducted CFA analysis is to consider the obtained five 
latent variables (the five organisational cultures) as five new dependent variables and 
attempt their further grouping to introduce new latent variables (second-level factors). 
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As a result of this second-level CFA, the previous five cultures are grouped into just 
two new factors – ‘Flexible’ and ‘Control’ as suggested by the competing values 
approach (CVF). Quinn and Rohrbaugh (1983) placed the competing values of 
organisations into a two-dimensional pattern with four quadrants that represent a 
distinct set of organisational values. The four quadrants on the pattern are known as 
flexible organisational cultures (human relations and open systems) and control 
organisational cultures (rational goal and internal process). The second level CFA is 
also consistent with the study by Helfrich et al. (2007b) who also found that there were 
some problems with the conventional four-factor scale. Therefore, they found that a 
two-factor solution that fitted the data marginally better and more parsimoniously than 
the classic CVF. 
This model also includes a new culture, the Altruistic culture, which represents 
the values found in nonprofit organisations. It was theoretically appropriate to include  
this culture with the flexible factor, given that both Newton (2007) and Helfrich et al. 
(2007b) have identified that the flexible cultures are more humanistic and Newton 
(2007) describes nonprofit values as more person-centred (respect) and community-
orientated (community service).  
As a result of this two-level CFA, the 16 initial observed variables (Question 5 – 
Appendix A) could be reduced to just two final latent variables (factors) characterising 
the intra-organisational relationships in a reasonable and mathematically justified way. 
In particular, this is equivalent to a reduction of the original 16 measurable variables to 
just two new variables Ff and Fc adequately describing the major organisational 
characteristics associated with the measured cultural aspects/variables.  
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Table 3.6. GOF indices for the second-level CFA model. 
Fit Statistic Value 
χ2/df  
p-value 
0.805 
0.491 
RMSEA < 0.001 
CFI 1.0 
TLI 1.0 
SRMR 0.029 
GFI 1.0 
The presented p-value is for the χ2-test 
 
Table 3.6 shows the excellent fit for the considered second-level CFA model, 
with all of the GOF indices taking the values within the required ranges for the 
excellent model fit. The most important parameter – the p-value for the χ2 statistic – is 
significantly larger than the conventionally required minimum value of 0.05, which is 
one of the major quantitative indications of the good model fit.  
The final second-level CFA model contains only one covariance between the 
two final factors (Fig. 3.1), which suggests that the final (second-level) CFA model 
appears to provide excellent description of the available data (dataset 1) by means of 
the two Flexible and Control factors. Modification indices for the second-level CFA 
did not suggest any further modifications/improvements for the model, which further 
demonstrates the completeness of the conducted analysis.  
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Figure 3.1. The CFA model for the two final factors Ff (Flexible) and Fc (Control).  
 
3.3.4 Summary  
One of the major goals of this chapter was to validate the developed 
measurement instrument (Question 15 – Appendix A) for the quantitative evaluation 
of organisational cultures and characteristics within Third Sector organisations. The 
obtained outcomes of the two-level CFA model and its excellent final fit (Table 3.5) 
demonstrate the validity of the adopted instrument, particularly where this instrument 
is used in combination with the proposed two-level CFA for the determination of the 
flexible and control cultures of Third Sector organisations. The obtained outcomes 
also demonstrate for the first time that the use of the two-level CFA modelling could 
be particularly beneficial for Third Sector organisations, demonstrating significant 
tolerance of the developed evaluation methodology.  
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3.4 RESULTS – CHANGE READINESS 
3.4.1 Confirmatory factor analysis 
The CFA approach was also used to develop and validate the instrument 
developed by Holt et al. (2007) to assess change readiness. Once again, to achieve this 
goal, dataset 1 was used with the respective change readiness items in survey 1 
(Question 16 – Appendix A). Applying CFA to all of the 44 items to evaluate the 
change readiness model with five different factors including need for change, efficacy, 
organisational benefit, leadership support, and personal benefit (see Table 2.2) (Holt, 
et al., 2007a), an unsatisfactory model fit was obtained: χ2/df = 3.857, p < 0.001, 
RMSEA = 0.082, CFI = 0.794, NFI = 0.742, SRMR = 0.0975. The most important 
result is that the p-value for the χ2-test was very low (< 0.05), indicating a 
quantitatively unsatisfactory fit. One of the possible reasons for this could be poorer 
applicability of the developed 44-item instrument for the evaluation of change 
readiness in Third Sector organisations, and further adjustments and better focusing of 
the instrument were required.  
The first step towards achieving this was the determination of the correlation 
matrices for the sets of the items corresponding to each of the five factors (constructs). 
It should be expected that items corresponding to the same factor should significantly 
correlate with each other (i.e., be dependent on each other). Therefore, the items that 
do not significantly correlate with other items in the same factor could (and should) be 
removed from the instrument. Accordingly, for each of the three factors including 
‘Need for Change’, ‘Organisational Benefit’, and ‘Efficacy’, only three items each 
were retained, which are characterised by the strongest correlations with each other. 
Four items were retained in each of the remaining two factors – ‘Personal Benefit’ and 
‘Leadership Support’. For these factors, the choice of the retained items was made on 
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the basis of the obtained correlation matrices (to ensure strong correlations between 
the retained items in each of the factors), and on the basis of theoretical considerations 
to ensure better focus of the retained items. As a result, 27 items were removed from 
Question 16 (Appendix A) during the conducted CFA modelling. The remaining 17 
survey items that were used in the CFA modelling are shown and explained in  
Figure 3.3 and Table 3.7.  
The explanation of the involved observed variables is presented in Table 3.7 
while Table 3.8 describes the GOF indices for the considered 17-item model of change 
readiness. The results for the main quantitative fit parameter χ2/df (and associated 
significant p-value) indicate that this model could be further improved with a review 
of the survey items in the future analysis of change readiness.  
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Figure 3.3. The CFA model for the five latent variables for readiness for change. 
Lnc (Need for Change), Lef (Efficacy), Lob (Organisational Benefit), Lls (Leadership Support), 
and Lpb (Personal Benefit). The standardised factor loadings are shown above the respective 
arrows between the corresponding measurable variables (boxes) and the latent variables 
(factors). The notations for the 17 observed variables are explained in Table 3.7. 
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Table 3.7. Factor loadings (Change readiness) 
 
 
 
 
                                                                                           Factors and factor loadings 
Survey Items Need Efficacy Org Benefit 
Leadership 
Support 
Personal 
Benefit 
Need for Change      
There are legitimate reasons for us to make this 
change (Vnc1) 0.72     
There are a number of good reasons for us to make 
this change (Vnc2) 0.87     
I think there are real reasons that make change 
necessary in this organisation (Vnc3) 0.83     
Efficacy      
When we implemented some recent changes, I felt I 
handled it with ease (Vef1)  0.75    
When I set my mind to it, I can learn everything that 
is required when any changes are adopted (Vef2) 0.71    
When I heard about recent changes being planned, I 
thought it suited my needs perfectly (Vef3) 0.72    
Organisational Benefit      
When this organisation adopts some change, we will 
be better equipped to meet our clients’ needs (Vob1)   0.85   
Changes to the way we do things will improve this 
organisation’s overall efficiency (Vob2)   0.87   
Changes taking place are improving our current 
practices (Vob3)   0.78   
Leadership Support      
My line manager has encouraged all of us to embrace 
the changes taking place (Vls1)    0.70  
The organisation’s top decision makers have put all 
their support behind making recent changes 
successful (Vls2) 
   0.77  
The management in my department/program have 
served as good role models during recent changes 
(Vls3) 
   0.69  
Managers have stressed the importance the 
importance of this change. (Vls4)    0.79  
Personal Benefit      
When changes are implemented here, I don’t believe 
there is anything for me to gain (Vpb1)     0.64 
My future in this job is limited because of the 
changes being made (Vpb2)     0.76 
I am worried I will lose some of my status in the 
organisation when changes are implemented (Vpb3)     0.85 
Changes being planned will disrupt many of the 
personal relationships I have developed (Vpb4)     0.70 
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Table 3.8. GOF indices for the change readiness model (Fig. 3.3)  
Fit Statistic Value 
χ2/df  
p-value 
2.465 
0.000 
RMSEA 0.059 
CFI 0.958 
TLI 0.948 
SRMR 0.051 
GFI 0.933 
The presented p-value is for the χ2-test. 
 
3.4.2 Correlations and reliability  
Table 3.9 shows the correlations between the variables. The diagonal terms (in 
brackets) show the values of the Cronbach’s alpha coefficients (Cronbach, 1951) 
calculated for each set of the observed variables constituting a particular latent 
variable (factor) for change readiness. As can be seen from Table 3.9, all of the 
calculated Cronbach’s alphas are greater than 0.7, the conventional threshold value for 
good reliability and internal consistency. The analysis shows that the five considered 
latent constructs are all correlated with each other. Overall, correlations between the 
variables were moderate to high and in the expected direction. This confirms the 
association between the change readiness factors and the respective observed variables 
(Fig. 3.6).  The largest correlations are between efficacy and leadership support  
(r = .74, p = 0.01), organisational benefit (r = .71, p = 0.01) and personal benefit  
(r = .71, p = 0.01). This is consistent with Weiner (2009) who proposed that when 
organisational members share a common, favourable assessment of task demands, 
resource availability, and situational factors, they share a sense of confidence that 
collectively they can implement a complex organisational change. In other words, 
change efficacy is high.  
The smallest correlation is between need for change and organisational benefit 
(r = .45, p = 0.01). Although there is a moderate correlation, one reason for this might 
118 Chapter 3: Study 1 
be that there could be a number of reasons why respondents feel change is needed and 
it is more likely to be linked with the benefits they receive personally than the benefits 
for the organisation as a whole. 
 
Table 3.9. Correlations and Cronbach’s alpha coefficients (Change readiness). 
Variables Need for 
change Efficacy 
Organisational 
Benefit 
Leadership 
Support 
Personal 
Benefit 
Need for Change (0.85)     
Efficacy 0.58** (0.79)    
Organisational Benefit 0.45** 0.71** (0.87)   
Leadership Support 0.55** 0.74** 0.69** (0.79)  
Personal Benefit 0.72** 0.71** 0.61** 0.67** (0.80) 
** = p < 0.01 
 
3.4.3 Summary 
This study used the measurement instrument developed by Holt, et al. (2007a) 
for the evaluation of change readiness. The original instrument contained 44 different 
items to measure five latent variables however this makes it difficult to use the 
instrument to investigate any possible relationships between organisational cultures, 
change readiness and a number of other variables describing the perceptions and 
intentions of employees. It was hoped that this analsyis could reduce the number of 
items in the original 44-item instrument for the evaluation of change readiness, similar 
to the process completed in the previous section for the organisational culture 
instrument. Addionally, the instrument developed by Holt et al (2007a) was developed 
for private and public contexts, and it has not been throughly tested within a nonprofit 
environment where there is signifiant change and growth. Therefore, this study has 
theoretical and practical importance for nonprofit organisations.  
This study completed its objectives and used the items developed by Holt et al. 
(2007a) to gather information about nonprofit employees’ readiness for change. A 
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series of confirmatory factor analysis, correlation and reliability testing was performed 
to identify which of the items satisfactorily measured the latent variables. The analysis 
suggested that a more focused 17-item instrument was satisfactory. The scales 
measuring the five variables demonstrated good internal reliability and the considered 
variables were all highly correlated. As a result of this analysis, adequate reliability as 
well as convergent and discriminant validity of the measurement instrument were used 
to measure change readiness in Third Sector organisations. This instrument can now 
be used in future nonprofit studies  
3.5 SUMMARY OF STUDY 1 
This chapter has explained the detailed validation and adjustments of the 
instruments measuring organisational culture and change readiness in Third Sector 
organisations.  
First, the CVF instrument that was originally developed by Quinn and 
Rohrbaugh (1983) and used extensively throughout the literature, has been tested and 
validated. The results of the analysis have made the instrument more convenient using 
just 16 items which include the identification of some cultural values identified within 
Third Sector organisations. The new instrument presented in this chapter has extended 
the work of Shilbury and Moore (2006) and Newton (2007), who used the CVF in the 
Third Sector, but given their small scale studies, identified that further work was 
needed to make it applicable to the sector. Additionally, Study 1 has found that the 
Altruistic culture that reflects nonprofit values, is similar to, and harmonious with the 
flexible CVF cultures known as Human Relations and Open Systems. Therefore, the 
two-level CFA model has developed and validated as the adjusted and better focused 
instrument. The developed two-level model was shown to provide excellent fit to the 
available data and effectively mitigate shortcomings of the survey design and/or 
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difficulties/uncertainties with identification of the intermediate latent variables 
(organisational cultures). This result is congruent with other studies that have found 
that the Human Relations and Internal Process share an emphasis on ‘flexibility’ and 
the Open Systems and Rational Goal cultures share an emphasis on ‘control’ 
(Cameron & Quinn, 2011; Helfrich, et al., 2007b; Lamond, 2003).  
Second, this study assessed and refined the instrument originally developed by 
Holt et al. (2007a). The instrument was previously developed for the evaluation of 
change readiness in private and public sector organisations and it has now been tested 
with nonprofit organisations. The testing has reduced the instrument by 27 items and 
the model fit to the available data is reasonable. This study has greatly improved the 
ability to measure the factors that influence change readiness and so this will be used 
to collect more data from nonprofit employees and used in Study 2a and Study 2b in 
this thesis to explore the relationships between the different variables.  
In summary, as a result of this Study 1, a reliable and consistent statistical 
methodology has been proposed and justified for the investigation of organisational 
cultures and change readiness in Third Sector organisations, including the validation 
of the proposed measurement instruments. The developed and validated approaches 
and techniques will be essential for further detailed analysis of the relationships 
between change readiness, organisational cultures, and other variables characterising 
employees’ attitudes including job satisfaction and intention to leave, with the ultimate 
goal to develop practically useful recommendations for improvements and 
optimisation of organisational changes and their implementation with minimal adverse 
impact on employees and turnover rates.  
Chapter 4: Study 2a 121 
Chapter 4: Study 2a 
This chapter presents Study 2a which builds on the previous study in a number 
of ways. First, the use of a quantitative methodology enables the further investigation 
and validation of the preliminary results found in Study 1 to investigate if perceptions 
of different organisational cultures are related to change readiness. Second, it 
specifically explores the extent to which perceptions of different nonprofit 
organisational culture types are associated with the job-related attitudes job 
satisfaction and intention to leave. This chapter therefore examines which 
organisational cultures are experienced and favoured by employees in nonprofit 
organisations and what cultures have an impact on the considered dependent variables. 
Evidence to support the development of this research is discussed below. 
4.1 THEORY AND HYPOTHESES 
It has been suggested that failure to implement workplace change is due to 
employees not having a mindset that is ready for change (Alas, 2002; Bernerth, 2004). 
For this reason, the literature review (Chapter 2) examined and analysed some of the 
key studies and literature concerning change readiness. The review focussed on studies 
that posit a relationship between change readiness and organisational culture. For 
example, Holt et al. (2007a), who developed the instrument being used in this study, 
argue that change readiness is a comprehensive attitude influenced simultaneously by 
the content (i.e., what is being changed), the process (i.e., how the change is being 
implemented), the context (i.e., circumstances under which the change is occurring), 
and the individuals (i.e., characteristics of those being asked to change) involved (see 
Figure 2.1). It is believed that this meta-construct is a shared psychological state in 
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which employees feel committed to implementing change and confident in their 
collective abilities to do so, reflecting an organisational culture that is considerate, risk 
taking and focussed on learning (Jones, et al., 2005; Weiner, 2009).  
Jones et al.(2005) identified a relationship between culture and change readiness. 
They conducted a study with employees working in a government department and 
found evidence to suggest that employees who perceived strong Human Relations 
values (a supportive and participative culture) in their division reported higher levels 
of change readiness than employees experiencing other types of organisational 
cultures. Newton (2007) found evidence suggesting that flexible organisational 
cultures can have an influence on employee adjustment and change, and a study 
conducted by Cunha and Cooper (2002) also provides empirical information about the 
flexible quadrants of the CVF being more related to employee adjustment to change. 
They argue that involvement of employees in the change process, clear 
communication and increased concern for team spirit (values of flexible cultures) can 
reduce anxiety and stress, and increase change commitment and employee well-being 
(Cunha & Cooper, 2002). 
Further support for the supposition that culture can advance or prohibit change 
readiness is Santhidran, Chandran, and Borromeo’s (2013) study examining 
employees’ perceptions of readiness to change, commitment and leadership during 
workplace change in a large Malaysian company. They found that the leadership of the 
organisation exerts a significant effect on change readiness, and in turn, affects 
commitment to change. Despite being a small scale study, the authors argue that it is 
the leaders who facilitate the creation of the necessary workplace culture and shape the 
behaviour of employees (Manz & Sims Jr, 1991; Santhidran, et al., 2013). Rather than 
an extreme focus on flexible cultures, however, Smith and Graetz (2011) suggest that 
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a balanced position (between control and flexible cultures) supports employee 
engagement and encourages a contribution to decision making. They propose that 
greater employee empowerment fostered through strategies such as learning and 
development, coaching and mentoring can increase employee’s psychological 
readiness and acceptance of change. Yeung et al.(1991), who examined the 
management practices of 91 US organisations also agree that organisations who 
demonstrate a balance of all four CVF culture quadrants are the best performers, 
closely followed by Human Relations oriented organisations. In light of the research 
discussed, the following hypothesis is proposed:  
Hypothesis 1: Employees who perceive flexible organisational cultures (i.e., 
Human relations, Open Systems and Altruistic) will report higher levels of change 
readiness, than those employees perceiving control-type organisational cultures (i.e., 
Rational Goal and Internal Process). [H1] 
Importantly, the literature indicates that the organisation’s culture can either 
have a positive or negative effect on employee’s perceptions and outcomes. For 
instance, Thompson, et al. (1996) identified that the dominant organisational culture 
can often be problematic as it acts as a barrier to change and progress. They suggest 
that if leaders favour compliance, lower recognition and supervision, and lower 
autonomy, this leads to less favourable employee well-being and job satisfaction. 
Thompson, et al. (1996) analysed the perceptions of  over 500 social workers working 
in the public sector in the UK and concluded that these employees preferred cultures 
akin to the Human Relations culture (e.g. supportive and in tune with the needs of 
their employees) as these cultures help human service employees take care of 
themselves and others in a stressful and constantly changing environment. 
124 Chapter 4: Study 2a 
In the general business and social science literature, there is more evidence to 
demonstrate differences in perceptions of culture as a function of employee outcomes 
such as job satisfaction and intentions to leave. For instance, Lipińska-Grobelny and 
Papieska (2012) conducted a study in a manufacturing company and demonstrated that 
where there was a higher level of cognitive readiness for change, resourcefulness and 
confidence, employees also had higher overall job satisfaction. Lipińska-Grobelny and 
Papieska (2012) argue that this suggests positive employee attitudes and outcomes are 
enhanced when the organisational culture supports innovative behaviours and total 
quality, problem-solving activities, development of employees, and working under 
skilled team leaders. Furthermore, Lund (2003) used a cultural model based on the 
CVF to explore the influence of culture types on job satisfaction. He found that 
marketing professionals reported lower levels of job satisfaction when they saw their 
organisational culture was dominated by market (Rational Goal) or hierarchical 
(Internal Process) attributes. Higher levels of job satisfaction were found in cultures 
perceived by employees as clan (Human Relations) and adhocracy (Open Systems). 
The study suggests that flexible cultures are conducive to higher levels of employee 
satisfaction. McDowall-Chittenden (2001) similarly found that a controlled public 
sector (prison) environment (characterised by bureaucracy, centralisation, and little 
autonomy) was associated with low levels of job satisfaction. She argued that human 
service professionals have an intrinsic need for meaningful work, autonomy and 
feedback from others. This means they favour cultures where there is a sense of 
belonging and accomplishment, a culture often fostered by the organisation’s leaders. 
A recent study by Azanza, Moriano, and Molero (2013) has also confirmed the 
mediating role leadership plays between flexible oriented organisational cultures and 
employees’ job satisfaction. They analysed data collected from 571 employees from 
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several Spanish companies to reveal that flexible-oriented cultures were related to job 
satisfaction, and those employees who perceived their leaders to be more authentic, 
also reported higher levels of job satisfaction.  
These studies suggest that employees within the flexible-focussed Human 
Relations, Open Systems and Altruistic cultures are more likely to report increased job 
satisfaction and lower intentions to leave than employees perceiving their 
organisational culture as Internal Process and/or Rational Goal cultures. These are 
cultures that prioritise rules, productivity, profitability, goal setting and efficiency 
(Quinn & Rohrbaugh, 1983). Thus, the second hypothesis proposes that in a nonprofit 
organisation, employees will also report a correlation between flexible organisational 
culture and the job-related outcomes job satisfaction and intentions to leave:   
Hypothesis 2: Employees who perceive flexible organisational cultures (i.e., 
Human Relations, Open Systems and Altruistic) will report higher job satisfaction and 
lower intentions to leave than employees who perceive control organisational cultures 
(i.e., Rational Goal and Internal Process). [H2] 
The literature described is persuasive, but empirical research about 
organisational culture and its relationship with employee attitudes and outcomes in the 
context of nonprofit organisations is lacking, thus limiting any possible insights for 
managers and practitioners in the Third Sector to rely on as a guide for human 
resource management practice. Therefore, an exploration of these hypotheses will 
extend the current literature and support nonprofit organisations managing change.  
4.1.1 Aims of study 2a 
This study was designed to explore several effects relating to change readiness 
and organisational culture. Using a quantitative methodology and data collected from 
employees working in large nonprofit organisations, Study 2a addresses three 
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hypotheses. H1 predicts that perceptions of flexible organisational cultures (as defined 
by the CVF) will be associated with lower levels of change readiness compared to 
those employees who perceive control organisational cultures. The second hypothesis 
aims to establish if the perceptions of different organisational cultures will have an 
effect on the job-related attitudes, job satisfaction and intentions to leave. 
4.2 METHOD 
4.2.1 Procedure 
Comparable to Study 1, this study used a quantitative methodology to collect 
data from employees working in three large nonprofit organisations. This new dataset 
was collected 18 months after the collection of dataset 1 using a new survey 
(Appendix B – Survey 2). The new survey was developed with the validated scales 
from Study 1 and was administered to gain a larger sample size. The organisations 
invited to participate in this study employ more than 500 employees and have all 
experienced significant growth over the past ten years. The same procedure was 
employed in all of the organisations, in a similar approach to the collection of  
dataset 1. Positively, the collection of dataset 2 had a better response rate  
(43.3 percent) with more employees wishing to take part in the research so therefore 
the aim of collecting a larger sample size was achieved. A quantitative research 
approach was chosen because self-administered surveys make larger sample sizes 
more feasible and this makes it possible to analyse several variables simultaneously 
and examine the observed and casual relationships between variables (Babbie, 2013).  
Dataset 2 was collected from employees using an on-line survey distributed to 
the participants. All three organisations chose to offer their employees only the  
web-based format of the survey to their employees, and therefore the survey was not 
distributed in a paper-based format. Purposeful sampling was used (see Patton, 1990) 
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and prior to the survey being distributed, the CEOs of each organisation 
communicated to employees about why the research was being conducted, that ethical 
approval had been granted, and that the research was undertaken under the guarantee 
of respondents’ anonymity. A week later, participants were sent an invitation from the 
researcher, including the unique link (for their organisation) to enable them to 
complete the survey online. The typical time required for completion of the survey 
was between 15 to 20 minutes. The participants were given a deadline to complete the 
survey, and a reminder was sent just before the deadline to prompt those who still 
wished to participate. The survey was made available to participants using a unique 
web link for each organisation so that the data from different organisations could be 
identified. 
4.2.2 Participants and organisations 
In dataset 2, a sample size of 619 was obtained. All the participants (N = 619) 
included in Study 2a were paid employees, of whom 58.2% identified as direct service 
providers (n = 371), 21.3% as management (n =136), and 15.8% as administration and 
finance (n=101). Thirty participants identified as ‘other’ or did not state their role. The 
participants of Study 2a were largely Queensland-based (99.3%) with three 
participants working in either New South Wales or Victoria. The participants reported 
their highest education level as secondary school (8.3%), Diploma/Certificate/Trade 
(48.4%), Degree (26%) and Postgraduate (15.7%). They had been working in the 
Third Sector for an average of 6.47 years (SD = 5.89) and their current organisation 
for an average of 4.10 years (SD = 3.70). 
Organisation A was a disability organisation based in Queensland. It employs 
650 staff who work with people with a disability, mental illness, aged-related frailty or 
dementia. A total of 157 employees responded (males = 25, females = 131), a 24.2% 
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response rate. Ages ranged from 19 to 63, (M = 39.85, SD = 12.39) and the mean 
tenure was 3.96 years (SD = 3.54).  
Organisation B was a large faith-based organisation with a turnover of $30 
million and a workforce of 587 staff. The organisation has had significant growth in 
the past ten years and it is now a provider of a range of youth support services for 
young people in schools and communities around Queensland. The survey was sent to 
560 employees and 324 responded, a 57.9% response rate. The respondents were male 
(n=140) and female (n=179), with ages ranging from 22 to 70, (M = 39.85, SD = 
12.39) and a mean tenure of 4.16 years (SD = 3.78).  
 Organisation C was a large nonprofit organisation which assists several 
thousand people in the provision of its hostels, nursing homes and retirement villages. 
The organisation has had significant growth in the past ten years and now has a 
turnover of $220 million and a workforce of 3,600 staff. The survey was sent to 300 
staff working in the head office. A total of 138 employees responded, a response rate 
of 46%. The respondents were males (n=28) and females (n=79) with ages ranging 
from 22 to 67, (M = 45.59, SD = 10.09) and a mean tenure of 4.13 years (SD=3.69). 
 
Table 4.1. Descriptive statistics of participating organisations in Study 2a (dataset 2). 
 
Organisation Primary Activity Participants Employee Age 
Range (Mean, 
SD) 
Employee 
Gender 
Employee 
Tenure 
(Mean 
Years) 
A Disability 157 19 – 63 (39.85, 12.39)  
M: 25 
F: 131 3.96 (3.54) 
B Youth 334 22 - 70 (39.85, 12.39) 
M: 140 
F: 179 4.16 (3.78) 
D Aged Care 138 22 – 67  (45.59, 10.09) 
M: 28 
F: 108 4.13 (3.69) 
Overall      
Statistics 
 Total: 619 
 
Mean: 41.55 
SD: 11.56 
M: 193 
F: 418 
U: 8 
4.10 (3.70) 
   M = male; F = female U = unknown 
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4.2.3 Measures 
Survey 2 (Appendix B) collected the data from nonprofit employees and 
included demographic questions to obtain participants’ gender, age, highest 
educational level, years in present role, years with present employer and years working 
for a nonprofit organisation. The survey was based on the instrument validated in 
Study 1 to measure organisational culture. Additionally the instrument also validated 
in Study 1 to measure change readiness was included in the survey. Additional 
variables assessed in this study included employees’ job satisfaction and intentions to 
leave. Each measure is described below. The reliability of each construct and its 
specific scale was appraised using Cronbach’s coefficients. The recommended cut-off 
point of 0.70 (Sekaran, 2000) was surpassed by all constructs, as shown in Table 4.4. 
Organisational culture. The 16-item CVF-based instrument (Q12 – Appendix B) 
developed in Study 1 asked respondents to identify the extent to which their 
organisation valued characteristics associated with each of the five culture types 
(Human Relations, Open Systems, Altruistic, Rational Goal, and Internal Process). 
Using a scale of -3 (very much not valued) to +3 (very much valued), respondents 
were asked to indicate how much each value was demonstrated by their organisation. 
During the analysis stage, the ratings were transposed into a 1-7 scale so that 1 
represented not valued at all and 7 represented very valued. Averages of the ratings for 
each culture type across the five dimensions were calculated revealing an overall score 
on each type of culture for each respondent.  
In light of preliminary analysis that revealed the majority of respondents stated 
that they perceived that their organisation’s culture reflected a balance of the flexible 
and control culture types, a new variable was developed by taking the difference 
between the ‘flexible’ and ‘control’ factors (latent variables). This offered a new 
130 Chapter 4: Study 2a 
category T = Ff – Fc (varying between –7 and 7) that determines organisation type and 
characterises typical relationships with the employees (based on employees’ 
perceptions). For example, if T < 0, the organisation in question can be regarded as 
control with the Rational Goal and Internal Process cultures dominating the internal 
values. At the same time, if T > 0, the organisation can be regarded as flexible with the 
Human Relations, Open Systems and Altruistic cultural values dominating the internal 
relationships. Therefore, the larger the variable T number, the more flexible values the 
organisation displays. For convenience of the conducted analysis, the variable T was 
categorised into three categories based on one standard deviation (SD) from the mean 
T.  In this case, the three categories of T can be defined as: for –7 ≤ T < – SD (category 
‘0’ – control-type organisation), for – SD ≤ T ≤ + SD (category ‘1’ – balanced-type 
organisation), and for + SD < T ≤ 7 (category 2 – flexible-type organisation). For 
dataset 2 the SD = 0.7. The categorisation on the basis of one standard deviation was 
adopted because 1SD represents a good estimate of the typical dispersion of the data 
(dispersion of perceptions of the participants). Therefore, the range – SD ≤ T ≤ + SD 
about the zero could be regarded as characteristic for responses corresponding to 
employees’ perceptions of a balanced-type organisation. 
Change readiness. Change readiness was assessed using the 17-item instrument 
(Q13 – Appendix B) validated in Study 1 (Chapter 3) and adapted from the model for 
the quantitative evaluation and analysis of change readiness (Holt, et al., 2007a). The 
instrument categorised change readiness in terms of five factors: (a) need for change 
(the belief that a change is necessary); (b) efficacy (the belief that the change can be 
implemented); (c) organisational benefit (the belief that the change could be 
organisationally beneficial); (d) leadership support (the belief that the organisational 
leaders are committed to the change); and (e) personal benefit (the belief that the 
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change could be personally beneficial). Items were rated from 1 (Strongly Disagree) to 
7 (Strongly Agree). Averages of the ratings were calculated revealing an overall score 
for each respondent for each of the five factors. The Personal Benefit scores were 
reversed.  
Job Satisfaction. Perceptions of job satisfaction were measured using Warr, 
Cook and Wall’s (1979) three-item scale (Q11 [1-3] – Appendix B). The scale was 
designed to measure how respondents generally felt about their work and their 
satisfaction with their work. Items included ‘Generally, I am satisfied with the 
organisation in which I work’ and ‘Generally, I am satisfied with the kind of work I 
do’. Items were rated from 1 (Strongly Disagree) to 7 (Strongly Agree). Averages of 
the ratings were calculated, revealing an overall score for each respondent.   
Intention to leave. Respondents’ intentions to leave the organisation was 
assessed using a 3-item scale adapted from Fried, Tiegs, Naughton, and Ashforth 
(1996) (Q11 [4-6] – Appendix B). Items included ‘I frequently think of quitting this 
job’ and ‘I am planning to search for a new job during the next 12 months’. Items were 
rated from 1 (Strongly Disagree) to 7 (Strongly Agree). Averages of the ratings were 
calculated revealing an overall score for each respondent. 
Gender. Gender of respondents was assessed as a dichotomous variable 1 (male) 
and 2 (female) (Q1 – Appendix B). Gender was controlled for in all individual 
perception analyses in light of research demonstrating gender differences in 
perceptions of some job-related outcomes assessed in this study (e.g. Nelson & Burke, 
2002).    
Age. Age was measured in years and months, representing a continuous scale 
(Q2 – Appendix B). Preliminary analyses suggested age was significantly related to a 
number of variables and, as a result, was controlled for in analyses in this study.  
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4.3 RESULTS  
4.3.1 Preliminary data analysis 
The data collected from the three different organisations were combined to 
enable an individual level of analysis. A one-way random-effects ANOVA analysis 
showed the effect of the group was unlikely to influence the results (see 5.3.1.1). The 
adopted statistical methodology in this study is based on CFA for the quantitative 
evaluation of the organisational cultures and factors characterising change readiness 
(see Chapter 3), with the subsequent correlation and multivariate analysis of 
covariance (MANCOVA) approach for the investigation of relationships between the 
organisational cultures, organisational change and job-related outcomes.  
More specifically, the CFA that was used for further validation of the instrument 
measuring organisational cultures in Third Sector organisations (Chapter 3) was 
applied to the 16 relevant items in dataset 2 to quantitatively evaluate the previously 
identified five cultures: Human Relations, Open Systems, Rational Goal, Internal 
Process, and Altruistic. In the conducted CFA, these five factors represent the latent 
variables that affect the measurable variables corresponding to each of these factors. 
Subsequently, a second level of the CFA analysis was used to consider the obtained 
five latent variables as five new dependent variables and attempt their further grouping 
to introduce new latent variables (factors) overarching the previously obtained five 
latent variables that are now considered as two new dependent ‘measurable’ variables. 
As a result of this second CFA step, the five cultures were grouped into just two 
factors – ‘flexible’ and ‘control’ as was explained in Section 3.3.3. This second step 
CFA procedure is the equivalent of reducing the 16 variables (Question 12 – Appendix 
B) to just two new variables, Ff and Fc describing the major characteristics associated 
with the cultural variables. This two-factor structure is theoretically appropriate given 
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previous studies using the CVF and the literature relating to perceptions of flexibility 
and control in the workplace. Moreover, this structure was supported by the CVA 
analysis conducted in Study 1. Once this was achieved, however, a third category was 
developed to reflect a balanced culture, where employees perceived an organisation 
that reflected a balance of flexible and control cultural values (see 4.2.3).  
Each of the additional questions in Survey 2 (Appendix B) represents some 
overarching concept or a latent variable that consists of several survey items 
(measurable variables). To be able to consider these additional latent variables in the 
analysis, numerical scores needed to be given to each of these variables/factors on the 
basis of the different items constituting each of these latent variables. This was done 
by taking a simple average of all the scores of the measurable variables constituting a 
particular latent variable. This approach is particularly good where all the same 
loadings strongly correlate to each other. 
As a result of the procedure described, it is possible to consider the relationships 
between the organisational types, change readiness and other variables in Survey 2 
such as job satisfaction and intentions to leave (Question 11), The investigation of 
these relationships was based on the MANCOVA analysis using the SPSS (13) 
software package. This approach was used to investigate relationships between the 
categorised T variable (cultures) and the other variables characterising the perceptions 
of nonprofit employees.  
4.3.2 Confirmatory factor analysis 
A CFA was conducted to confirm the factor structure developed in Study 1. This 
procedure assumes normality of the data which was an assumption that was violated in 
this sample. To ensure the non-normal data did not influence the results, a  
Bollen-Stine bootstrap procedure (1000 iterations) was employed (Bollen & Stine, 
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1993) in AMOS (22). Finally, missing data was inspected and considered to be 
missing at random. Following the procedure of Allison (2002), an EM algorithm was 
used to replace missing data via MVA in SPSS (13).  
In Study 1, the preliminary CFA analysis suggested that there was an 
opportunity to consider second-level CFA where it can be assumed that the five 
identified organisational cultures could be overarched by even more general factors. In 
other words, the second level of the conducted CFA analysis considered the obtained 
five latent variables (the five organisational cultures) as five new dependent variables 
and attempted their further grouping to introduce new latent variables (second-level 
factors) – see Section 3.3.3.  For this reason, in Study 2a, a second level CVF was also 
conducted and the standardised estimates/loadings of the organisational culture 
variables were used to develop the two determined cultures (Flexible = Human 
Relations, Open Systems and Altruistic; Control = Rational Goal and Internal Process) 
for dataset 2 (see Table 4.2). The goodness of fit indices were similar to those shown 
in Figure 3.1 for dataset 1. This indicates the stability of the considered model with 
respect to the participating organisations and the associated survey samples (as long as 
the sample size is sufficient). It is also an indication that the considered sample sizes in 
dataset 2 appear sufficient for the analysis and determining of the organisational 
cultures. Table 4.3 demonstrates excellent model fit for the second-level CFA analysis 
of the second dataset– similar to that obtained for the first dataset (Table 3.6). Once 
again, the excellent fit for the two-factor model is an indication of the general validity 
of the obtained results, as well as their stability with regard to Third Sector 
organisations, in this case human services. 
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Table 4.2. Second level CFA (Cultures, dataset 2) 
 Second level CFA 
Factors and loadings 
Organisational Cultures Flexible Control 
 
Human Relations  0.90  
Open Systems  0.88  
Altruistic  0.84  
Rational Goal   0.92 
Internal process   0.74 
 
 
Table 4.3. Goodness of Fit  
Fit Statistic Value 
χ2/df  
p-value 
0.324 
0.85 
RMSEA <0.001 
CFI 1.0 
TLI 1.0 
SRMR 0.006 
GFI 0.96 
The presented p-value is for the χ2-test. 
 
This two-level factor structure was then used to create the three latent variables: 
flexible, control and balanced. These three variables describe the employees’ 
perceptions of their organisation culture and were then used to investigate if 
perceptions of different organisational cultures are related to the change-related 
variables and job-related attitudes and outcomes under investigation. 
4.3.3 Change-related variables and job-related outcomes as a function of 
perceptions of organisational culture 
A correlation analysis was conducted between the five culture types, and the 
change-related and job-related variables being examined. The descriptive data (means 
and standard deviations) and inter-correlations among the variables are displayed in 
Table 4.4. Overall, the correlations between the variables are generally low to 
moderate except for the correlations between the culture types which are all moderate 
to high.  
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Inspection of the results reveals that all of the culture types are highly and 
positively correlated. Human Relations is most highly and positively correlated with 
Job Satisfaction, but all the cultures are positively correlated with Job Satisfaction. 
Likewise, all of the culture types are highly and negatively correlated with Intention to 
leave with the Human Relations culture being most negatively correlated  
(r = -.53 p <.01). The culture types are all highly and positively correlated with all the 
change readiness factors except for Need For Change. There is only a small correlation 
between Human Relations, Open Systems and Rational Goal.  
The change readiness factors appear to be moderately positively correlated. 
Need for Change is the only variable not correlated with Job Satisfaction or Intention 
to Leave. Need for Change is most highly correlated with Organisational Benefit  
(r = .57 p <.01), indicating that employees could be feeling that the higher the need for 
change, the more the change will benefit the organisation. Efficacy is positively 
correlated with Personal Benefit (r = .42 p <.01), Need for Change (r = .43 p <.01), 
Organisational Benefit (r = .57 p <.01) and Leadership Support (r = .39 p <.01). 
Job Satisfaction is highly correlated with the organisational cultures, the change 
readiness factors except for Need for Change, and Intention to Leave in the expected 
direction (r = -.49 p <.01).  
This initial analysis confirms that there are some correlations between 
organisational culture and a number of the variables being examined; however, further 
in-depth analysis was required to understand what type of culture might be having 
different effects.  
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Table 4.4 Descriptive data for key variables collected in dataset 2 
Culture variables Mean SD 1 2 3 4 5 6 7 8 9 10 11  12 
1 Human Relations 5.17 1.43 (.81)* 
           
2 Open Systems 5.22 1.33 .84** (.86)* 
          
3 Altruistic 5.97 1.18 .76** .70** (.93)*  
         
4 Rational Goal 5.61 1.13 .78** .76** .72** (.82)* 
        
5 Internal Process 5.15 1.06 .62** .60** .59** .68** (.71)* 
       
6 Personal Benefit  5.06 1.08 .29** .29** .27** .23** .16** (.74)* 
      
7 Need For Change  5.46 0.98 -.06** -.07** -.04** -.03** .02** .20** (.82)* 
     
8 Leadership Support 5.10 1.08 .54** .46** .45** .50** .38** .36** .24** (.77)* 
    
9 Efficacy 5.03 0.86 .19** .17** .19** .27** .15** .42** .43** .39** (.79)* 
   
10 Organisational Benefit 5.12 1.00 .22** .23** .21** .25** .19** .40** .57** .44** .57** (.82)* 
  
11 Job Satisfaction 6.00 0.91 .40** .35** .32** .37** .33** .22** -.02** .33** .21** .12** (.77)* 
 
12 Intention to  Leave 2.68 1.61 -.53** -.46** -.47** -.44** -.35** -.37** .04** -.43** -.14** -.21** -.49** (.90)* 
Cronbach’s (1951) alpha reliability coefficient appears in diagonals. 
 *  p < .05; **  p < .01.          
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One-way multivariate analysis of covariance’s (MANCOVAs) were used given 
the correlations that existed between the variables (Tabachnick & Fidell, 2001). The 
MANCOVA procedure is particularly useful when examining two or more dependent 
variable outcomes across one or more independent variables, controlling for one or 
more covariates. The MANCOVA is useful for explaining within-group variance and 
controlling confounding factors. The approach ensures that an excessive number of 
independent tests are not carried out on the data and allows a researcher to utilise 
multiple dependent variables so it is easier to determine which factor is significant or 
most important (Tabachnick & Fidell, 2001). Analyses were conducted with 
organisational type, gender, and age entered as covariates. These covariates were 
introduced to take account of any differential effects relating to the organisational 
type, gender or age on the variables of interest. As described in Section 4.3.1, the data 
was then grouped into three culture types (Flexible, Control and Balanced), as 72% 
(n=445) of the respondents described their organisation not as predominantly ‘control’ 
or predominantly ‘flexible’, but rather having a balanced culture where the values 
were equally valued by the organisation.  This is theoretically appropriate given that 
other studies have also identified that organisations can have a balanced culture rather 
than a dominant culture perceived by respondents (Ovseiko & Buchan, 2012).   
The original/marginalised means and standard deviations of dependent variables 
in flexible, balanced and control organisational cultures are shown in Table 4.5 and the 
results of the MANCOVA analyses explained below. 
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Table 4.5. Original/marginalised means and standard deviations of dependent variables in 
flexible, balanced and control organisational cultures 
Outcome variables Original/marginal means (standard deviation) 
 Flexible culture Balanced culture Control culture 
Change readiness     
Need for change 5.41/5.43 (1.05) 5.41/5.42 (.95) 5.70/5.65 (1.03) 
Leadership support 5.32/5.31 (1.06) 5.17/5.16 (1.02) 4.67/4.72 (1.15) 
Personal benefit 2.64/2.67 (.98) 2.98/2.99 (1.07) 3.34/3.25 (1.12) 
Organisational benefit 5.19/5.17 (.93) 5.12/5.12 (.95) 5.02/5.04 (1.16) 
Efficacy 5.04/5.03 (.89) 5.08/5.07 (.82) 4.89/4.93 (.97) 
    
Job-related variables    
Job Satisfaction 6.08/6.07 (0.89) 6.05/6.03 (.80) 5.72/5.78 (1.09) 
Intentions to leave 2.20/2.20 (1.32) 2.59/2.62 (1.56) 3.61/3.56 (1.73) 
Marginal means represent estimates of dependent variable means with covariates held at their mean 
value 
 
Change readiness. The analysis investigated the five factors that this thesis is 
exploring as indicators of change readiness. These are (a) need for change, (b) 
leadership support, (c) personal benefit, (d) organisational benefit, and (e) efficacy 
(see Table 2.2) (Holt, et al., 2007c). The analysis revealed that three of the factors 
were not significant: need for change, organisational benefit and efficacy, F(2, 568) = 
1.92, ns, F(2, 568) = .54, ns and F(2, 568) = .97, ns respectively.  
However, two of the factors were significant and were perceived differently by 
employees in different cultures. The results revealed that leadership support  
F(2,568) = 9.18, p < .000, η2 = .03 and perceptions of personal benefit F(2,568) = 
10.50, p < .000, η2 = .00 were both significant.  
The analysis revealed that both leadership support and the perception that 
change would benefit the employee personally were significantly different in the 
flexible and balanced cultures than in the control culture. Leadership support was 
perceived as higher in the flexible culture M = 5.32, SD = 1.06 and balanced culture  
M = 5.17, SD = 1.02, compared to the control culture M = 4.67, SD = 1.15 respectively 
(see Table 4.7).  The perception that change would benefit the employee was higher in 
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the control cultures than it was in either the flexible or balanced cultures. M = 3.34, SD 
= 1.12, compared to M = 2.64, SD = .98 and M = 2.98, SD = 1.07 respectively.  
This result partially supports H1 which was that employees who perceive 
flexible organisational cultures (i.e., Human relations, Open Systems and Altruistic) 
will report increased levels of change readiness compared to employees who perceive 
control organisational cultures (i.e., Rational Goal and Internal Process). This result 
suggests that it is the factor ‘leadership support’ that is most perceived to be higher in 
flexible organisational cultures, whereas ‘personal benefit’ was perceived to be higher 
in control cultures. Although ‘need for change’ appeared to be perceived as higher in 
the control culture, this association was not significant. Therefore, employees who 
perceive their organisation has a flexible culture are feeling more supported to 
implement change, while employees in control cultures are more likely to feel that 
there are more personal benefits to be gained by change.  
Job Satisfaction. The results of the analysis reveal a significant difference in 
perceptions of how much job satisfaction employees are experiencing between the 
flexible, control and balanced culture type, F(2,605) = 3.269, p < .039,  
η
2
 = .11. Employees in flexible cultures are experiencing slightly more job satisfaction 
that those in balanced cultures and a lot more job satisfaction than those in control 
cultures.  
Intentions to leave. The results reveal a significant difference in perceptions of 
flexible, control and balanced culture type and how much employees intend to leave 
their organisation, F(2,605) = 23.069, p < .000, η2 = .71. The analysis indicates that 
those employees working in control cultures are much more likely to be thinking about 
leaving their organisation than those working in flexible or balanced cultures. It is the 
flexible culture that most decreases the chance of employee turnover.  
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The analysis above supports H2 which hypothesised that employees who 
perceive flexible organisational cultures (i.e., Human Relations, Open Systems and 
Altruistic) will report increased job satisfaction and decreased intentions to leave than 
employees who perceive control organisational cultures (i.e., Rational Goal and 
Internal Process). It appears that employees in both flexible and balanced cultures are 
experiencing increased job satisfaction in comparison to employees who perceive their 
organisation has a control culture.  
4.4 DISCUSSION 
Overall, this study investigated two hypotheses relating to perceptions of 
organisational culture. First, on the basis of empirical research and using the validated 
instruments from Study 1, this study sought to investigate differential perceptions of 
employee change readiness as a function of perceived organisational culture. 
Accordingly, it was predicted that higher ratings of change readiness would be 
associated with perceptions of flexible as opposed to control cultures [H1]. Second, it 
was hypothesised that perceptions of flexible cultures would be related to higher levels 
of job satisfaction and lower intentions to leave [H3]. Results of this study provided 
some interesting results and some support for the hypotheses.  
When conducting the analysis it became necessary to explore the perceptions of 
a third culture category – the ‘balanced’ culture type – as a large percentage of 
respondents reported that they did not have a dominant flexible or control culture, but 
rather had a balance of the cultural values that explain these cultures. This was a 
positive finding and congruent with the CVF theory that suggests extremes of cultural 
types are likely to be dysfunctional, unrealistic and potentially dangerous, while a 
balance among competing cultural values is recommended (Quinn, 1988). This third 
culture type supports research conducted by Mian et al.(2008) who found that none of 
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the four CVF culture domains is likely to provide any organisation with all of the 
values and assumptions that it needs to respond to the environment, but if an 
organisation has a balanced culture, then it has the values necessary to operate in all 
four quadrants as the environment dictates (Mian, et al., 2008). The inclusion of this 
type also validates the study by Ovseiko and Buchan (2012) who found that 
employees working in a university and health care setting reported that that their 
current culture was relatively balanced. It also supports the balanced cultural type 
identified by Newton (2007) within three different private organisations. Furthermore, 
it is consistent with Yeung et al.(1991) who found that organisations that were 
balanced and scored high in all four CVF quadrants were the best performers, closely 
followed by Human Relations oriented organisations. Their study identified that those 
organisations with Human Relations cultures placed more emphasis on 
communication and design, whereas cultures with more hierarchical values were 
poorer performers compared to other cultures. This adds further support for measuring 
and exploring a balanced culture/factor as well as flexible and control. 
This study indicates that nonprofit employees working in human service 
organisations have similar attitudes and perceptions. A large majority of respondents 
(72%) stated that they currently have a balanced culture, but the results suggest that 
flexible cultures have the most benefits for them, as the employees working in flexible 
cultures perceive higher leadership support, superior change communication, increased 
job satisfaction and lower intention to leave. Conversely, employees working in 
control cultures are more likely to be thinking about leaving their job than those 
working in flexible and balanced cultures. They also feel change would be more 
personally beneficial. The results suggest that employees in control cultures are ready 
for change and that leadership support is an important factor in flexible and balanced 
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cultures. This implies that leadership support is indicative of the cultural values that 
nonprofit employees want and need to help them adapt to change. The results show 
that leadership support and the perception that change would benefit the employee 
personally were the only two factors that significantly differed as a function of 
perceived organisational culture type. This supports the findings of McNabb and Sepic 
(1995) who found that implementing and managing change is much harder when there 
are high levels of employee dissatisfaction and there are problems, or dissatisfaction 
with the organisation’s communication policy or leadership. They argue that an 
organisation should primarily improve the level of support supervisors give employees 
and promote a culture that fosters trust, fairness, innovation and change. These actions 
have the greatest impact on employee change readiness and productivity (McNabb & 
Sepic, 1995). The results of the study support Avolio and Gardner’s (2005) claim that 
leadership directly contributes to the workplace culture and therefore impacts the work 
attitudes and behaviours of employees. They partially support previous studies 
described at the beginning of the chapter such as Lipińska-Grobelny and Papieska 
(2012) who found that when there was a higher level of cognitive readiness for 
change, resourcefulness and confidence, employees also had higher overall job 
satisfaction.  
Table 4.6. Hypotheses testing and implications 
Hypothesis Supported/Unsupported Implications 
H1 Partially Supported Only two of the five ‘change readiness’ factors where 
perceived significantly differently as a function of 
organisational culture.  Leadership support was higher in 
flexible cultures and a perception that change would be 
personally beneficial was found higher in control cultures. 
 
H2 Supported Employees who perceive their organisational culture as 
being flexible have higher job satisfaction, whereas those 
who perceive their organisational culture as controlled 
have reduced job satisfaction and increased intentions to 
leave. 
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The current analysis (Table 4.6) determined that employees who perceive their 
organisational culture as being flexible have higher job satisfaction, whereas those 
who perceive their organisational culture as controlled have reduced job satisfaction 
and increased intentions to leave. This supports the finding of Lund (2003) that 
marketing professionals reported lower levels of job satisfaction when they saw their 
organisational culture was dominated by market (Rational Goal) or hierarchical 
(Internal Process) attributes. Higher levels of job satisfaction were found in cultures 
perceived by employees as clan (Human Relations) and adhocracy (Open Systems). It 
is also in line with Azanza, Moriano, and Molero’s (2013) finding that strong 
authentic leadership partially mediates the positive relationship between flexible 
organisational cultures and employees’ job satisfaction. They argue that job 
satisfaction is higher in flexible cultures and it is most likely a positive leadership style 
that fosters this culture that employees most desire. 
Finally, the current study found that while organisational culture does have a 
significant association with employee intention to leave their organisation, the greatest 
impact on intention to leave is job satisfaction (r = -.49 p <.05), and leadership support 
(r = -.43 p <.05), closely followed by change communication (r = -.42 p <.05). 
Although job satisfaction has been found to be a rather consistent predictor of turnover 
intentions in the literature, this finding extends previous research suggesting that to 
support the retention of employees and reduce turnover, organisations need to engage 
and communicate with employees with the aim of helping them to attain the personal 
and workplace values that are important to them (George & Jones, 1996). These are 
values that give employees both intrinsic and extrinsic satisfaction and demonstrate 
that the organisation’s leaders are supportive of change. As suggested by Al-Abrrow 
and Abrishamkar (2013), it is plausible that when employees judge their organisation 
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as being fair and supportive, relationships between them and their supervisors and 
positive feelings of well-being are created, which is likely to encourage them to 
reciprocate by increasing their loyalty to the organisation.  
4.5 SUMMARY OF STUDY 2A 
This study is significant as it provides empirical evidence that flexible, balanced 
and control cultures are found in Third Sector organisations. After controlling for 
these differences, this study importantly identified that organisations’ with more 
flexible or balanced cultures, are more likely to have employees experiencing higher 
job satisfaction and lower intentions to leave that those with control cultures. It also 
provides evidence that leadership support is an important factor in flexible and 
balanced cultures, and personal benefit (the perception that change will be beneficial) 
is associated with employees experiencing control cultures. The analysis does not 
explain, however, whether there are any specific effects between the considered 
variables, so this is further explored in Study 2b.   
In conclusion, this study contributes to a theoretical extension of the research on 
organisational culture, change readiness and job-related outcomes in Third Sector 
organisations, which has not been sufficiently explored in the past. It has identified 
some important findings that provide a framework for understanding the context in 
which organisational culture has an effect on employees’ perceptions and outcomes. 
This is critical for those nonprofit organisations who are looking for effective ways to 
increase change readiness and organisational sustainability. 
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Chapter 5: Study 2b 
This chapter presents Study 2b which tests a number of hypothesis introduced in 
this chapter that were developed after considering the literature review and Study 2a 
(Chapter 4). They suggest that there are some important influences and pathways 
between organisational culture types, the factors that promote change readiness, 
employee job satisfaction and intentions to leave.  
This chapter presents the development and confirmation of the Structural 
Equation Model (SEM) used to test the hypotheses and the major links identified and 
qualified between the change readiness factors, organisation culture, and the target 
variables of job satisfaction and intention to leave. Detailed interpretations of the 
obtained results are presented, including identification of the most important variables 
and pathways impacting on staff turnover in Third Sector organisations. 
5.1 INTRODUCTION AND HYPOTHESIS 
Study 2a identified a number of correlations between the key variables being 
considered in this research, change readiness and organisational culture, and  
job-related attitudes such as job satisfaction and intentions to leave. For instance, the 
analysis indicated that the two key change readiness factors are leadership support and 
the perception that change will personally benefit the employee. These two factors 
significantly differed as a function of perceived organisational culture type (flexible, 
balanced and control). Additionally, the results indicated that employees working in 
flexible cultures were most satisfied with their job and those employees working in 
control cultures were more likely to be thinking about leaving their job than those 
working in flexible and balanced cultures. While these are important findings which 
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extend studies using the CVF to explain employee attitudes and outcomes (e.g. 
Ovseiko & Buchan, 2012), the analysis did not explain whether there are any specific 
effects between the considered variables and how much organisational culture impacts 
on the job-related attitudes and outcomes being considered.  
To undertake a more in-depth analysis of these relationships, a quantitative 
methodology known as Structural Equation Modelling (SEM) was used to determine 
the direct and indirect effects of perceptions of organisational culture and change 
readiness on job satisfaction and intentions to leave. These response variables were 
considered in this study because of their exceptional importance for the overall 
organisational benefit and successful sustainability of Third Sector organisations. 
Indeed, the reduction of employee turnover through increased job satisfaction and 
reduced turnover can reduce organisational costs, improve employee engagement, and 
improve perceptions by stakeholders, thus increasing an organisation’s viability and 
reputation (Alniacik, Cigerim, Akcin, & Bayram, 2011; Weigl et al., 2010).  
Weston and Gore Jr, (2006) suggest that SEM’s true power lies in the fact that 
researchers must specify complex relationships a priori and then test whether those 
relationships are reflected in the sample data. Optimally, researchers will draw these 
hypothesised relationships from previous research or theory and will present the 
results with integrity (Weston & Gore Jr, 2006). For that reason, a number of 
hypotheses were developed in light of Study 2a (Chapter 4) and especially studies 
concerning the change readiness model and CVF model explored in Study 1 (Holt, et 
al., 2007a; Quinn & Rohrbaugh, 1983). SEM modelling was used to find the most 
parsimonious summary of the interrelationships among the considered variables. 
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5.1.1 Culture and organisational outcomes 
The literature review (Chapter 2) identified that a popular cultural framework, 
the CVF, has previously been used to assess organisational culture and its relationship 
with employee attitudes and outcomes. For instance, Ovseiko and Buchan (2012) 
identified a positive relationship between the Human Relations culture and both 
employee and patient satisfaction in a health care setting. Similarly, Carlström (2012) 
found that the Human Relations culture stood out as the most important culture that 
facilitates an organisation from inertia to the acceptance of new standards. This 
indicates that there is a strong relationship between organisational culture and the 
ability to manage change, which is why the CVF was the adopted instrument used in 
this thesis and validated in Study 1 (Chapter 3) to explore the association and effects 
between change readiness and organisational culture in nonprofit organisations. 
Further evidence for the impact of organisational culture on organisational 
outcomes comes from a study by Balthazard, Cooke, and Potter (2006) whose research 
about the positive impact of constructive cultural styles and the negative impact of 
dysfunctional defensive styles, on both the individual- and organizational-level 
performance drivers, is good confirmation of the direct effect that organisational 
culture has on a range of individual and organisational outcomes. There is further 
indication that organisational culture and leadership behaviours can influence the 
success or failure of organisational change initiatives. Battilana et al.(2010) conducted 
a study with 89 clinical managers working in the National Health Service in the UK 
who implemented change projects between 2003 and 2004. The study found that 
organisational change is a complex, dynamic process and leaders who are more 
effective at person-oriented behaviours are more likely to be good at inspiring and 
mobilising the members of their team than task-orientated leaders. A review of the 
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leadership research by Bass (1999) explains that a transformational leadership style 
seems to foster autonomy and challenging work, which has become increasingly 
important to employees’ job satisfaction. This was confirmed in a study by Lok and 
Crawford (2004) who examined the effects of organisational culture and leadership 
styles on job satisfaction and organisational commitment in samples of Hong Kong 
and Australian managers. The study found that innovative and supportive cultures, and 
a consideration leadership style, had positive effects on both job satisfaction and 
commitment, with the effects of an innovative culture on satisfaction and commitment, 
and the effect of a consideration leadership style being stronger in the Australian 
sample. Therefore it is reasonable to propose there will be observable relationships 
between organisational culture, leadership and job satisfaction. The hypotheses 
proposed are:  
H1: There is a positive and direct relationship between flexible cultures and supportive 
leadership. 
H2: Control cultures increase employee intentions to leave and flexible cultures leads 
to lower intentions to leave.  
H3: Flexible cultures have a direct effect on perceptions of leadership support, which 
leads to increased job satisfaction and lower intentions to leave.  
H4: Flexible cultures are related to perceived personal benefit, which affects employee 
job satisfaction. 
H5: Control cultures are positively related to poorly perceived personal benefit and 
this leads to lower job satisfaction. 
H6: Control cultures are positively related with the need for change, which leads to 
reduced job satisfaction.  
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5.1.2 Change readiness 
 The literature on change readiness was explored in Chapter 2. The chapter 
described studies that argue there are a number of factors that influence a person’s 
willingness or readiness for change and the effect this has on the individual and 
organisational outcomes. Holt et al. (2007a) argued that there are a number of factors 
that simultaneously influence the attitude of change readiness. These are the content 
(i.e., what is being changed), the process (i.e., how the change is being implemented), 
the context (i.e., circumstances under which the change is occurring), and the 
individuals (i.e., characteristics of those being asked to change) involved (Holt, et al., 
2007c). See Figure 2.1. Holt et al. then developed an instrument to assess employee 
change readiness which focussed on employees’ perceptions of the (a) need for 
change, (b) leadership support, (c) personal benefit, (d) organisational benefit, and (e) 
efficacy (see Table 2.2) (Holt, et al., 2007a). 
The change readiness instrument developed by Holt et al. (2007a) was used by 
Neves (2009) who found that the need for change, self-efficacy, and personal valence 
(personal benefit) were all important during the change process and had direct 
negative relationships with turnover intentions. Given the sound theoretical and 
practical implications of the change readiness model developed by Holt et al. (2007a), 
the instrument was tested and validated in Study 1 with nonprofit employees.    
An important construct that has been explored at length in the literature is 
efficacy, in this context sometimes known as change confidence. Kriegel and Brandt 
(1996) describe confidence as one of the seven personal characteristics that determine 
how well a person reacts to change. They argue confidence along with 
resourcefulness, passion, optimism and adaptability support a person’s ability to be 
ready for change and reduce resistance and self-interest. They suggest that confidence 
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is a key attitude that indicates a person believes in their personal skills and ability to 
succeed, which consequently leads to job satisfaction. This has been strongly 
collaborated throughout the self-efficacy literature (e.g. Heuven, et al., 2006), which 
indicates there is a strong link between self-efficacy and job satisfaction. This suggests 
that people who are more confident (despite challenges and change) are more satisfied 
at work and less likely to leave their job (Borgognia, et al., 2013). This relationship 
was also established by Cunningham (2006) who analysed data from 299 employees 
from 10 nonprofit sporting organisations undergoing significant organisational change. 
He found that the ability to cope with change mediated the relationship between 
commitment to change and turnover intentions, and that commitment to change had a 
direct impact on intentions to leave among employees in the participating 
organisations (Cunningham, 2006). It was also established by Schyns et al. (2007) 
who surveyed 326 employees from 13 different companies based in Europe. Their 
analysis found that turnover intention and change readiness were significantly related, 
but by itself occupational self-efficacy was not a predictor for turnover. However, they 
argue that organisations need to offer their employees supportive leadership and 
opportunities for personal development so they can increase their confidence and 
adapt to change more positively (Cherian & Jacob, 2013; Schyns, et al., 2007).  
Confidence has also been found to increase with time spent in the workplace 
(e.g. Newton & McKenna, 2007) and it is believed that personal confidence to 
implement change is higher when employees share a sense of collective confidence 
that they can implement complex organisational change (Weiner, 2009) and that 
change will benefit them personally and collectively. But what happens when 
employees do not have any invested interest in the change, or believe the change being 
proposed won’t yield any benefits for them? Armenakis and Harris (2002) suggest that 
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in these circumstances employees will not be motivated to implement change and this 
will result in resistance to change. Other authors believe resistance to change can lead 
to disengagement, conflict, anxiety and stress and poor performance (Eby, et al., 2000; 
Kotter, 2005; Lattuch & Young, 2011; Salmela, et al., 2013). Hence, a number of 
hypotheses posit that employees’ perceived benefits from implementing change will 
be associated with confidence to implement workplace change: 
H7: The perceived personal benefits of implementing change will be associated with 
employee efficacy. 
H8: Employees who have the confidence (efficacy) to implement change at work have 
higher job satisfaction and lower intentions to leave.  
H9: Perceptions that change is personally beneficial leads to job satisfaction.  
H10: Employees who perceive that workplace change is less personally beneficial 
have higher intentions to leave.  
H11: Job satisfaction is negatively related to intentions to leave.  
H12: Employees who perceive that change is needed at work have decreased job 
satisfaction and increased intentions to leave. 
H13: Leadership support will increase employee efficacy and decrease their intentions 
to leave. 
H14: There is a relationship between perceptions that change is personally beneficial 
to perceptions that the change will be also beneficial for the organisation. 
5.1.3 Summary of hypotheses 
This study is designed to explore several direct and indirect effects relating to 
the factors that promote change readiness, organisational culture and the job-related 
outcomes – job satisfaction and intentions to leave. Using a quantitative methodology, 
it investigates whether perceptions of job satisfaction and intentions to leave differ in 
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terms of perceptions of organisational culture and if the change readiness factors have 
any mediating effects. Figure 5.1 describes the key variables being examined and 
indicates the hypotheses.  
 
 
Figure 5.1. Hypothesised model – both direct and indirect effects 
 
5.2 METHOD 
5.2.1 Procedure 
This study used a quantitative methodology to collect data from employees 
working in three large nonprofit organisations experiencing change and growth 
(dataset 2). A description of the three organisations can be found in Section 4.2.2. The 
same procedure was employed in all organisations, with data collected from 
respondents using an on-line survey distributed to the participants (Appendix B – 
Survey 2). All three organisations only chose to offer their employees the web-based 
format of the survey to their employees, and therefore the survey was not distributed 
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in a paper based format. Purposeful sampling was used (see Patton, 1990) and prior to 
the survey being distributed, the CEOs of each organisation communicated to 
employees why the research was being conducted, that ethical approval had been 
granted, and that the research was undertaken under the guarantee of respondents’ 
anonymity. A week later, participants were sent an invitation from the researcher, 
including the unique web link (for their organisation) to enable them to complete the 
survey online. The typical time required for completion of the survey was between 15 
and 20 minutes. The participants were given a deadline to complete the survey, and a 
reminder was sent just before the deadline to prompt those who still wished to 
participate. The survey was made available to participants using a unique web link for 
each organisation so that the data from different organisations could be identified. 
5.2.2 Participants 
Dataset 2 included 619 participants from three large nonprofit organisations (see 
Section 4.2.2). Participants were both male (n = 193) and female (n = 418). Eight 
people did not state their gender. The participants’ mean age was 41.55 (SD = 11.56). 
There were 58.2% of participants who identified as direct service providers (n = 371), 
21.3% as management (n =136), and 15.8% as administration and finance (n=101). 
Thirty participants identified as ‘other’ or did not state their role. The participants were 
largely Queensland-based (99.3%) with three participants working in either New 
South Wales or Victoria. The participants reported their highest education level as 
secondary school (8.3%), Diploma/Certificate/Trade (48.4%), Degree (26%) and 
Postgraduate (15.7%). They have been working in the nonprofit sector for an average 
of 6.47 years (SD = 5.89) and their current organisation for an average of 4.10 years 
(SD = 3.70). Further details about participants can be found in Section 4.2.2 
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5.2.3 Measures 
Organisation type. A categorical variable was created in order to examine and 
control for the influence of different organisational groupings on the variables being 
examined.  
 Gender. Gender of respondents was assessed as a dichotomous variable 1 
(male) and 2 (female). Gender was controlled for in this study as preliminary analysis 
revealed differences in some job-related variables between males and females (Cohen, 
2009; Lok & Crawford, 2004).    
 Age. Age was measured in years and months, representing a continuous scale. 
Age was controlled for in this analysis as preliminary analysis suggested age affects 
job-related attitudes and outcomes (Cohen, 2009; Lok & Crawford, 2004).  
Organisational culture. Organisational culture was assessed using the same scale 
that was validated in Study 1 and used in Study 2a to assess the five culture types 
(Human Relations, Open Systems, Altruistic, Rational Goal, and Internal Process). 
Using a scale of -3 (very much not valued) to +3 (very much valued), respondents 
were asked to indicate how much each value was demonstrated by their organisation. 
During the analysis stage, the ratings were transposed into a 1-7 scale so that 1 
represented not valued at all and 7 represented very valued. Averages of the ratings for 
each culture type across the five dimensions were calculated, revealing an overall 
score on each type of culture for each respondent. Averages of the ratings for each 
culture type across the five dimensions are calculated revealing an overall score on 
each type of culture for each respondent. As a result of conducting a second-level CFA 
(as described in Section 3.2.2), the five cultures were grouped into just two new 
factors – ‘Flexible’ and ‘Control’. This two-factor structure is theoretically appropriate 
given the CVF and literature relating to perceptions of flexibility and control in the 
 Chapter 5: Study 2b 157 
workplace. Moreover, this structure is supported by thematic findings of Study 2a 
relating to flexible organisational cultures having different effects on employee 
attitudes and outcomes. In Study 2a a third cultural type was distinguished from 
flexible and control; the balanced culture. This third cultural type was useful when 
conducting the MANCOVA analysis in Study 2a but was not required in this current 
study because the analysis did not reveal any large difference between the flexible and 
balanced cultural types.    
Change readiness. Change readiness was assessed using the 17-item instrument 
adapted from the model for the quantitative evaluation and analysis of change 
readiness (Holt, et al., 2007a) and validated in Study 1 (Chapter 3). The instrument 
categorised change readiness in terms of (a) need for change (the belief that a change 
is necessary); (b) efficacy (the belief that the change can be implemented); (c) 
organisational benefit (the belief that the change could be organisationally beneficial); 
(d) leadership support (the belief that the organisational leaders are committed to the 
change); and (e) personal benefit (the belief that the change could be personally 
beneficial). Items were rated from 1 (Strongly Disagree) to 7 (Strongly Agree).  
Job Satisfaction. Perceptions of job satisfaction were measured using Warr et 
al.(1979) three-item scale. The scale was designed to measure how respondents 
generally felt about their work and their satisfaction with their work. Items included 
‘Generally, I am satisfied with the organisation in which I work’ and ‘Generally, I am 
satisfied with the kind of work I do’. Items were rated from 1 (Strongly Disagree) to 7 
(Strongly Agree). 
Intention to leave Respondents’ intentions to leave the organisation were 
assessed using a three-item scale adapted from Fried et al.(1996). Items included ‘I 
frequently think of quitting this job’ and ‘I am planning to search for a new job during 
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the next 12 months’. Items were rated from 1 (Strongly Disagree) to 7 (Strongly 
Agree). 
5.3 RESULTS 
5.3.1 Treatment of culture data 
The scores for the latent variables were calculated and the different 
organisational cultures in the SEM analysis were represented by the organisational 
type variable T, which was categorised into two categories: flexible and control (see 
Figsures 3.2 and corresponding discussion). Flexibility refers to an organisation that 
values employee support, team morale, adaptability, innovation and diversity. These 
values are most commonly found in the Human Relations, Open Systems and 
Altruistic cultures. Control describes an organisation that values and emphasises goals, 
authority, structure and coordination, which are values most commonly found in the 
Rational Goal and Internal Process cultures (Quinn & Rohrbaugh, 1983). This second 
level CFA was one of the substantial methodological findings of Chapter 3 that 
demonstrated the validity of the adopted statistical methodology and its high stability 
with regard to possible uncertainties and imperfections in the survey design and choice 
of the first-level factors. On the basis of this important finding, it is reasonable to 
expect that the use of the obtained variables in the SEM analysis is not only 
appropriate, but could also improve the developed model, compared to the one that 
could be obtained using the original measured variables.  
5.3.1.1 Level of analysis 
In the present study three datasets (from three different organisations) were 
combined to enable an individual level of analysis. As such, individual responses were 
nested within three organisational groupings. The extent to which the proportion of 
variance in each of the focal variables was due to group differences was examined by 
 Chapter 5: Study 2b 159 
computing the intra-class correlation coefficient (ICC(1): (Bryk & Raudenbush, 
1992). From a one-way random-effects ANOVA model, the ICC(1) was calculated 
(Bliese, 2000). A minimum value of at least .10 is generally required for aggregation 
of a variable to the group-level (Bliese, 2000). The analysis showed that as no change 
readiness or job-related outcome variable was characterised by an ICC(1) value that 
exceeded .10, the effect of the group is unlikely to influence the results. The analysis 
relating to the culture variables did reveal that the ICC(1) values for altruism and open 
systems slightly exceeded the .10 level (.13, and .14, respectively); however, as this 
represents a small deviation from the cut-off level the data was still aggregated to 
enable an individual level analysis and not control for organisational membership in 
the analyses. 
5.3.1.2 Common method variance 
Harman's single-factor test was used to assess the potential effects of common 
method variance (CMV) (Podsakoff, Mackenzie, Lee, & Podsakoff, 2003). An EFA 
using varimax rotation was conducted using all the single items associated with the 
focal variables of this study. The unrotated factor solution revealed nine separate 
factors with the first factor only accounting for 38% of total variance. As such, 
common method variance was not considered a threat in the present study. 
5.3.2 Path analysis 
The SEM and pathway analyses of relationships between the considered latent 
constructs were conducted using the AMOS (22) software package. SEM was used in 
this analysis because it is a popular methodology in management research in analysing 
the cause-effect relations between latent constructs (Hair, Ringle, & Sarstedt, 2011). It 
is a model that can be represented in either graphical or equation form. The goal of 
SEM is to determine the extent to which the theoretical model is supported by the data 
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and it is particularly useful when testing complex models with a multiple independent 
and dependent variables (Schumacker & Lomax, 2012). Therefore, the advantages of 
using SEM include the ability to test models with multiple dependent variables and the 
ability to model mediating variables and error terms as well as the directionality of 
effects. Fortunately, the computer program AMOS can compute the pathway 
procedure and determine the direct and indirect effects whilst indicating whether a 
model is an acceptable model fit. A model is a series of regression-type equations, one 
for each dependent variable. The model uses goodness of fit criteria to determine 
whether a reasonably good fit of the data to the model exists (see Appendix C). In 
summary, the path model describes relations of dependency—usually accepted to be in 
some sense causal—between the latent variables (McDonald & Ho, 2002).  
The SEM model was specified and during this process a number of 
modifications were made and the goodness of fit indices assessed to determine the 
model with the best goodness of fit. The GOF indices for the considered model shown 
in Table 5.1 demonstrate good fit to the available data. No further modification indices 
were required by the model, which is further indication that the developed model 
adequately describes the available data. All of the GOF indices demonstrate the good 
model fit (Appendix C). The small value of GFI is not a reflection that the developed 
model is inadequate for the description of the available data, but rather an indication 
that the developed model (Fig. 5.1) describes ~ 12.5% of the total model variance. 
This means that there are likely to be additional factors beyond the developed model, 
which also have an impact on the perceptions and responses of the nonprofit 
employees, and which were not covered by the conducted survey in this study. For 
example, such factors could include other workplace conditions and status, peer 
relationships, health, education level and, personal characteristics. 
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Table 5.1. The GOF indices for the considered SEM (Fig. 5.2). 
Fit Statistic Value 
χ2/df  
p-value 
1.165 
0.324 
RMSEA 0.016 
CFI 0.998 
TLI 0.987 
SRMR 0.041 
GFI 0.125 
 
 
The identified significant direct and indirect effects between the latent variables 
considered in the SEM are shown in Figure 5.1. The regression coefficients and their 
p-values corresponding to the identified direct effects are shown in Table 5.2. There 
are no additional significant co-variances between the latent variables in the SEM 
model (Figure 5.2), which is an indication that all significant relationships between the 
considered variables have been taken into account by the model.  
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Figure 5.2. SEM model with direct effects  
Paths are shown by the solid arrows between the considered variables.  
The strengths of the effects are shown below in Table 5.2.  
 
Table 5.2. SEM direct effects 
Dependent Variable Predictor Variable Regression 
Coefficient 
p-value 
Personal Benefit  Leadership Support – 0.184 < 0.001 
Efficacy – 0.332 < 0.001 
Organisation Type – 0.170 < 0.001 
Leadership Support  Need for Change 0.269 < 0.001 
Organisation Type 0.238 < 0.001 
Intention to Leave  Personal Benefit – 0.225 < 0.001 
Leadership Support – 0.261 < 0.001 
Need for Change 0.087 0.018 
Efficacy 0.106 0.012 
Job Satisfaction – 0.350 < 0.001 
Organisation Type – 0.140 < 0.001 
Need for Change  Organisation Type – 0.095 0.04 
Efficacy  Leadership Support 0.302 < 0.001 
Need for Change 0.352 < 0.001 
Job Satisfaction  Personal Benefit – 0.084 0.061 
Leadership Support 0.306 < 0.001 
Need for Change – 0.148 0.002 
Efficacy 0.108 0.029 
Organisational Benefit  Personal Benefit – 0.111 0.001 
Leadership Support 0.153 0.001 
Intention to Leave – 0.083 0.027 
Need for Change 0.399 < 0.001 
Efficacy 0.283 < 0.001 
Organisational Type indicates the organisation’s culture (control – flexible) 
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5.3.3 Hypotheses testing 
The hypotheses were tested by observing the results in Tables 5.2 – 5.4 and 
conducting some equations to establish the strength of the direct and indirect effects 
between the variables in the model.  
Table 5.2 shows a positive and direct effect between flexible culture and 
supportive leadership [H1]. Additionally, an increased need for change also appears to 
have a direct effect on leadership supporting change, a relationship which was not 
hypothesised but has been identified in this model. Interestingly, while a control 
culture does have a direct impact on intentions to leave [H2], the direct effects of 
organisational type (culture) within the considered SEM model appears less important 
than leadership support, as it strongly influences only three latent constructs, including 
personal benefit, leadership support, and intention to leave (Table 5.2) [H3], [H4], 
[H5]. This finding however, should not be taken as a suggestion that culture appears of 
lesser importance than leadership support, as a very significant part of organisational 
culture influence comes from indirect effects (Figure 5.3 and Table 5.3). In particular, 
the evaluation of the indirect effects in the considered SEM demonstrates that large 
portions of the direct effects of leadership support on other latent constructs (including 
job satisfaction and intention to leave) comes, in fact, from organisational culture, and 
leadership support works as a mediator for organisational culture.  
Table 5.2 indicates that a control culture has a direct effect on employees’ 
perceptions that change is needed; however there is also a small indirect effect, 
decreasing the chances that employees will be intending to leave and increasing their 
job satisfaction if they feel there is need for change at work [H6] [H12]. This is an 
interesting outcome with the possibility that employees working in control cultures 
feel comfortable with stability and structure even though they feel changes are needed 
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at work. This result supports the view that employees like a balance between control 
and flexible cultures (Mian, et al., 2008; Smith & Graetz, 2011). 
Personal benefit is perceived by the respondents as one of the three dominant 
factors, alongside leadership support and job satisfaction, impacting on intentions to 
leave (Table 5.2), but personal benefit does not have a direct effect on efficacy [H7]. 
This indicates that nonprofit employees are very interested in the impact of change on 
them personally, with a lack of personal benefit having a significantly greater impact 
on intention to leave than on job satisfaction [H9] [10]. At the same time, it appears 
that lower personal benefit increases organisational benefit [H14] indicating that 
employees might see organisational benefits being put before their own needs.   
The results show that efficacy does have an important role to play and is most 
significantly increased as a result of leadership support and the need for change. This 
leads to higher job satisfaction and lower intentions to leave [H8] [H13]. Job 
satisfaction is indeed negatively related to intentions to leave [H11] while it is 
leadership support that has the most important influence on job satisfaction and 
intentions to leave. This confirms the finding made in Chapter 4 that leadership 
support can be identified as one of the most important factors influencing the majority 
of the considered latent constructs, including intentions to leave. Indeed, it follows that 
about [(– 0.285) × 0.345]/(– 0.420) × 100 ≈ 23.4% of the total effect of leadership 
support (k = – 0.420 – Table 5.3) effectively comes from organisational culture. At the 
same time, even taking this into account, leadership support still appears to be the 
most important factor (external to the employee) influencing intention to leave. The 
second important factor is organisational culture. The fact that the developed model 
explains only a relatively small portion of the total variance does not mean that the 
model is not significant or incorrect – it correctly describes the discussed impacts and 
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tendencies caused by the considered factors, illustrating the importance of those 
factors, including the identified ways towards significantly improving workplace 
practices in Third Sector organisations undergoing change.  
Confirmation of the findings are shown in Table 5.3 and Figure 5.3. They show 
several different paths from organisation type (culture) to intention to leave (k is the 
regression coefficient):  
Culture  Leadership Support  Intention to Leave,  
(k = – 0.062; p < 0.001);       Eq. (5.1) 
Culture  Leadership Support  Job Satisfaction  Intention to Leave,  
 
(k = – 0.025; p < 0.001);      Eq. (5.2) 
Culture  Leadership Support  Personal Benefit  Intention to Leave,  
(k = – 0.010; p < 0.001),     Eq. (5.3) 
Culture  Leadership Support  Personal Benefit  Job Satisfaction  
Intention to Leave,  
(k = – 0.0013; p < 0.001);     Eq. (5.4) 
Culture  Leadership Support  Efficacy  Intention to Leave, 
(k = 0.008; p = 0.014);        Eq. (5.5) 
Culture  Leadership Support  Efficacy  Job Satisfaction  Intention 
to Leave,  
(k = – 0.0027; p = 0.032);      Eq. (5.6) 
Culture  Leadership Support  Efficacy  Personal Benefit  Intention 
to Leave,  
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(k = – 0.0054; p < 0.001);       Eq. (5.7) 
Culture  Personal Benefit  Intention to Leave;  
(k = – 0.038; p < 0.001);       Eq. (5.8) 
Culture  Personal Benefit  Job Satisfaction  Intention to Leave,   
(k = – 0.0050; p = 0.063),      Eq. (5.9) 
For simplicity, the presented p-values were evaluated using the following 
approximate procedure. A p-value is the probability that the corresponding regression 
coefficient equals zero. Therefore, the probability that the coefficient is non-zero is 
equal to 1 – p. Multiplying the probabilities (1 – p) for all the links in a particular path, 
the probability that the path regression coefficient k is non-zero is obtained. Taking 
this probability from 1, the approximate p-value for the considered path is obtained. If 
all of the p-values in a path are < 0.001, the resultant p-value for the path was also 
taken to be < 0.001 (Eqs. 5.1 – 5.4, 5.7, 5.8).  
The indirect effects and their possible paths from leadership support to intention 
to leave can also be derived from Figure 5.2 by simply disregarding the organisational 
type variable. The regression coefficients in Eqs. (5.1 – 5.7) allow the determination of 
the percentage of the total effect from organisation culture on intention to leave, going 
through the mediating variable of leadership support. The sum of all the coefficients 
determined in Eqs. (5.1 – 5.7) gives the overall indirect effect (kindtot = – 0.0984) of 
culture on intention to leave, which goes through leadership support. Comparing this 
value of kindtot with the coefficient – 0.285 corresponding to the total effect of culture 
on intention to leave (Table 5.3) – the overall indirect effect of culture on intention to 
leave constitutes ≈ 34.5% of the total effect. This is a significant contribution, 
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illustrating the importance of considering the indirect effects and leadership support as 
a mediating variable. 
 
 
 
Figure 5.3. Indirect effects from Organisation Type (culture) on Intention to Leave.  
The strengths of the effects are shown in Table 5.3. There were also indirect effects from 
organisation type on intention to leave through need for change. However, these effects were 
neglected (not shown in this figure) due to their small values (< 0.03). 
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Table 5.3. SEM: Indirect Effects. 
Dependent Variable Predictor Variable Regression 
Coefficient 
p-value 
Personal Benefit  Leadership support – 0.100 < 0.001 
Need for Change  – 0.193 < 0.001 
Organisation type – 0.049 0.003 
Leadership Support  Organisation type – 0.026 0.056 
Intention to Leave  Personal Benefit – 0.030 0.061 
Leadership Support – 0.159 < 0.001 
Need for Change – 0.067 0.009 
Efficacy – 0.122 < 0.001 
Organisation Type – 0.145 < 0.001 
Efficacy  Need for Change 0.081 < 0.001 
Job Satisfaction  Leadership Support 0.057 < 0.001 
Need for Change 0.145 < 0.001 
Efficacy 0.028 < 0.001 
Organisation Type 0.101 < 0.001 
Organisational Benefit  Personal Benefit – 0.021 < 0.001 
Leadership Support 0.152 < 0.001 
Need for Change 0.184 < 0.001 
Efficacy 0.038 < 0.001 
Job Satisfaction 0.029 < 0.001 
Organisation Type 0.051 0.104 
 
The quantitative evaluations for the indirect effects in the considered SEM (Table 5.2), 
illustrated by the corresponding standardised regression coefficients and their p-values 
showing the levels of statistical significance of the obtained coefficients. The arrows in the 
first column show the directions of the significant indirect effects between the variables. The 
table does not show mediator variables that are presented in Fig. 5.3 
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Table 5.4. SEM: Total Effects (Direct + Indirect). 
Dependent Variable Predictor Variable Regression Coefficient p-value 
Personal Benefit  Leadership Support – 0.284 < 0.001 
Need for Change – 0.193 < 0.001 
Efficacy – 0.332 < 0.001 
Organisation Type – 0.219 < 0.001 
Leadership Support  Need for Change 0.269 < 0.001 
Organisation Type 0.212 < 0.001 
Intention to Leave  Personal Benefit – 0.255 < 0.001 
Leadership Support – 0.420 < 0.001 
Job Satisfaction – 0.350 < 0.001 
Organisation Type – 0.285 < 0.001 
Need for Change  Organisation Type – 0.095 0.04 
Efficacy  Leadership Support 0.302 < 0.001 
Need for Change 0.433 < 0.001 
Job Satisfaction  Personal Benefit – 0.084 0.061 
Leadership Support 0.363 < 0.001 
Efficacy 0.136 0.006 
Organisation Type 0.101 < 0.001 
Organisational 
benefit 
Personal Benefit – 0.132 < 0.001 
Leadership Support 0.305 < 0.001 
Intention to Leave – 0.083 0.027 
Need for Change 0.582 < 0.001 
Efficacy 0.322 < 0.001 
Job Satisfaction 0.029 < 0.001 
Organisation Type 0.051 0.104 
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Table 5.5. Hypotheses testing and implications 
Hypothesis Supported/Unsupported Implications 
H1 Supported There is a positive and direct effect between flexible 
cultures and supportive leadership. 
H2 Supported Control cultures increase employee’s intentions to leave 
and flexible cultures leads to lower intentions to leave. 
H3 Supported Flexible cultures have a direct effect on perceptions of 
leadership support which leads to increased job 
satisfaction and lower intentions to leave. 
H4 Supported Flexible cultures positively affect perceived personal 
benefit, which increases employee job satisfaction and 
decreases intentions to leave. 
H5 Supported Control cultures directly affect poorly perceived personal 
benefit and this leads to lower job satisfaction and 
increases intentions to leave. 
H6 Supported Control cultures are positively related with the need for 
change which leads to reduced job satisfaction. 
H7 Unsupported The perceived personal benefits of implementing change, 
are not associated with employee’s efficacy. However, the 
need for change and leadership support are both directly 
and strongly related to efficacy. 
H8 Supported Employees who have the confidence (efficacy) to 
implement change at work have higher job satisfaction. 
Efficacy is also indirectly related to higher intentions to 
leave. 
H9 Unsupported Lower perceptions of personally benefit does not lead to 
lower job satisfaction. However, lower perceptions of 
personal benefit does lead to higher intentions to leave. 
H10 Supported Employees who perceive that workplace change is less 
personally beneficial, have higher intentions to leave.  
H11 Supported Job satisfaction is negatively related to intentions to leave. 
H12 Unsupported Employees who perceive that change is needed at work do 
not have decreased job satisfaction and increased 
intentions to leave. In fact, perceptions that change is 
needed at work have a small positive effect on job 
satisfaction. 
H13 Supported Leadership support does increase employee efficacy and 
decrease intentions to leave. 
H14 Supported Decreased perceptions that change is personally beneficial 
increase the perception that the change will be beneficial 
for the organisation. It is the need for change, efficacy and 
leadership support that increase perceptions that change 
will benefit the organisation. 
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5.4 DISCUSSION 
It has been suggested that because organisational culture reflects the values, 
beliefs and norms used by employees in an organisation to give meaning to the 
situations that they encounter, it can influence the attitudes and behaviour of the 
employees (Scott-Findlay & Estabrooks, 2006). For this reason, many studies have 
tried to explain which dominant organisational cultures are more beneficial for 
employees and organisations. For example, Balthazard et al. (2006) conducted a large 
study that identified the positive impact of constructive cultural styles (cultures that 
focus on a creative, relational and individual growth approach), and the negative 
impact of dysfunctional defensive styles (cultures that focus on a conservative, 
hierarchical and non-participative approach), on both the individual- and 
organisational-level performance drivers. Their results clearly link the dysfunctional 
cultural styles to deficits in operating efficiency and effectiveness. Using the CVF, 
Newton (2006) found that perceptions of flexible- and control-type cultural values 
were most influential on the work stressor-adjustment relationship. He identified that 
job-related attitudes (e.g., job satisfaction, organisational commitment, intentions to 
leave) were significantly more favourable for those perceiving flexible- compared to 
control-type organisational cultures. Additionally, Tsai (2011) identified that 
organisational cultures that emphasise encouragement and support, trust and clear 
vision (characteristics of flexible cultures), can all significantly and positively affect 
job satisfaction. Leisanyane and Khaola (2013) also confirmed that organisational 
culture may impact turnover intention both directly and indirectly, with job 
satisfaction being the strongest determinant of turnover intentions. They suggest 
cultures that provide potential for growth, achievement and responsibility as a strategy 
to reduce employee turnover. 
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Consistent with these studies, this current research conducted with nonprofit 
employees found that perceptions of organisational culture affect employee attitudes 
and behaviours. Most significantly perceptions of control cultures (characterised by 
Rational Goal and Internal Process) have a negative effect on many of the factors that 
influence change readiness, and directly affect poor perceptions of personal benefit, 
which leads to lower job satisfaction and increased intentions to leave. Alternatively, 
flexible cultures (characterised by Human Relations, Open Systems and Altruistic 
values) positively affect perceived personal benefit, which increases employee job 
satisfaction and decreases intentions to leave. This study therefore supports and 
extends the work by Lok and Crawford (2004) who found that innovative and 
supportive cultures, and a consideration leadership style, had positive effects on job 
satisfaction. This study confirms that flexible cultures (which are more innovative and 
supportive) in nonprofit organisations also have a positive effect on employee job 
satisfaction.  
The organisational culture literature has emphasised the role of leaders in 
maintaining particular types of culture and fostering change readiness through the 
knowledge of organisational culture (e.g. Boonstra, 2013; Brooks, 1996; Edwards, 
2002; Santhidran, et al., 2013). It has confirmed and extended this literature by 
determining that different perceptions of organisational culture does have an effect on 
employee outcomes within nonprofit organisations. In particular, this study extends 
the argument of Wanberg and Banas (2000) that increased self-efficacy for dealing 
with change is associated with greater change acceptance. This study has shown that it 
is leadership support that can increase employee efficacy, and this can decrease 
intentions to leave and increase job satisfaction.  
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In addition, the literature on leadership maintains that leadership may be the key 
to fostering job satisfaction in flexibility-oriented cultures. Leadership and 
motivational skills, flexibility and courage have all been noted as characteristics that 
can positively influence change efforts (Brooks, 1996). Meanwhile, poor leadership, 
lack of trust and poor communication have been blamed as reasons why change efforts 
fail so often (Gilley, Thompson, & Gilley, 2012). This current study is consistent with 
these themes. The SEM model has demonstrated that perceptions of organisational 
culture have some strong indirect effects on employee attitudes and the mediator, 
leadership support for change, strongly influences employee attitudes and outcomes 
such as efficacy, job satisfaction and intention to leave. Therefore, organisational 
culture influences leadership support and – through this – intention to leave, which is 
one of the major factors affecting organisational sustainability. 
Finally, the current research determined that nonprofit organisations need to be 
aware of the importance of employees perceiving the personal benefits that will be 
achieved by change. Personal benefit illustrates the intrinsic and extrinsic benefits of 
change for those involved. Holt et al (2007a) identified that perceived personal benefit 
is a factor that influences change readiness and this study found that this variable has a 
greater effect on intentions to leave than job satisfaction. This suggests that despite 
having altruistic values and being concerned about others’ quality of life, nonprofit 
employees still need to know that changes being implemented are going to benefit 
them personally. If not, lower perceptions of personal benefit will lead to higher 
intentions to leave. This finding may well support other studies with nonprofit and 
human service workers that have found that the benefits employees enjoy are status, 
respect, recognition, positive support from colleagues and supervisors, quality 
supervision, access to communication, resources, education and training, flexible 
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working and work/life balance practices, and being involved in decision-making 
processes concerning change (Mano & Giannikis, 2013; Schudrich et al., 2012; Zhang, 
Punnett, & Gore, 2014). Further debate and empirical inquiry into the personal 
benefits that nonprofit employees need and want during change implementation would 
be valuable.  
The results lend favour to culture and change readiness theory which suggests 
change readiness must be assessed and developed from a multi-faceted perspective 
because it is a comprehensive attitude influenced simultaneously by the content (i.e., 
what is being changed), the process (i.e., how the change is being implemented), the 
context (i.e., circumstances under which the change is occurring), and the individuals 
(i.e., characteristics of those being asked to change) involved (see Figure 2.1) (Holt, et 
al., 2007a).  The impact of organisational culture on these factors is significant, and 
therefore managers need to develop cultures that foster change readiness so employees 
can positively embrace and implement change without it negatively affecting 
individuals or the organisation as a whole.   
5.5 SUMMARY OF CHAPTER 5 
The results were analysed to determine if the hypotheses could be accepted. 
Most of the hypotheses were supported with some interesting and important results 
(Table 5.5). One of the important findings following from this analysis is that a 
flexible culture is essential for the sustainable development of Third Sector 
organisations. Importantly, this type of organisational culture has a significant impact 
on the behaviour and performance of the organisation’s leaders, thus producing an 
additional positive impact on employees’ perceptions of organisational changes and 
leadership approaches, reducing intention to leave and staff turnover. The obtained 
outcomes also demonstrate a significant separate (from culture) role of good 
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leadership in a Third Sector organisation undergoing change. According to the 
obtained outcomes, concentrating the available resources on improving leadership 
competencies and support for change – the most important factor during organisational 
change – is likely to effectively reduce negative aspects and perceptions of the change, 
and significantly improve staff adaptability and organisation sustainability. Thus this 
study clearly demonstrates the major areas of focus during an organisational change in 
the Third Sector – organisational culture and leadership support. The effect of 
organisational culture and leadership practices could be the difference between 
successful and unsuccessful organisational effectiveness and sustainability. 
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Chapter 6: Conclusion 
6.1 OUTCOMES OF THE THESIS 
6.1.1 Overview 
The motivation for conducting this research was in response to the importance of 
Third Sector sustainability and the limited existing research about change readiness, 
organisational cultures and employee job-related attitudes in Third Sector 
organisations. The aim was to contribute to the sector by increasing our knowledge 
about the theoretical and practical implications of change readiness and organisational 
culture. After conducting a comprehensive Literature Review (Chapter 2) regarding 
the considered constructs, the focal aims of the research were to (1) test and validate 
two instruments that measure (a) change readiness, and (b) organisational culture;  
(2) understand the influence of culture on employees’ job-related attitudes and 
outcomes; and (3) explore the relationship between organisational culture and change 
readiness and the ultimate influences on job satisfaction and intentions to leave. All of 
the aims were achieved by conducting three quantitative studies that involved a 
number of different statistical analyses to enable investigation and analysis of the 
results, which are discussed in turn below. 
6.1.2 Study 1 
Study 1 aimed to test and validate two instruments that measure (a) change 
readiness, and (b) organisational culture. These were two key aims of the research as 
there was a lack of validated instruments used within the Third Sector context to 
measure change readiness and organisational culture.  
A major achievement was to collect data, gathered by means of a quantitative 
survey, from employees in large Third Sector organisations providing human services. 
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Study 1 used a dataset obtained from 334 employees (frontline, administrative and 
management) to conduct a series of confirmatory factor analysis (CFA) on two 
instruments. The CFA methodology chosen enabled the optimisation of the 
measurement instruments, an essential step to ensure the credibility of the data 
collection and to confirm the relationships between a construct and its indicators. 
The first CVA tested, validated and extended the Competing Values Framework 
(CVF) (Quinn & Rohrbaugh, 1983). This instrument has been widely used for over 20 
years in the private and public sectors, but has not been comprehensively used with a 
large sample of nonprofit employees. Until now, empirical evidence about the CVF in 
a nonprofit context has been limited and inconclusive.   
In this analysis, the traditional CVF values related to the Human Relations, Open 
Systems, Internal Process and Rational Goal cultures were examined, along with 
additional values considered unique to the culture of nonprofit organisations 
(Altruistic Culture). This fifth culture reflects the humanistic and person-centred 
values prominent within the sector. The first-level CVA identified that after some 
refinement, a 16-item instrument confirmed the previously assumed cultures. Further 
analysis, however, suggested that the model could be further improved by conducting 
a second-level CFA. The results of this analysis reduced the number of factors into 
two broad cultures, flexible and control. This model incorporated the new altruistic 
values found to be explicit within Third Sector organisations within the flexible factor, 
along with the Human Relations and Open Systems Culture. The results demonstrated 
for the first time that the use of the two-level CFA modelling could be particularly 
beneficial for Third Sector organisations when assessing their organisational culture. 
Study 1 also tested the instrument developed by Holt et al. (2007a) to measure 
employee change readiness, a construct considered a comprehensive attitude which is 
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a precursor of individual adoption or resistance to change behaviours. The instrument 
was previously developed for the evaluation of change readiness in private and public 
sector organisations but no previous study has tested or comprehensively applied the 
instrument in large nonprofit organisations. Therefore, the aim of this study was to 
validate the instrument and refine it to make it an instrument that could satisfactorily 
assess the major organisational and individual factors that influence change readiness. 
This study has achieved the objective and tested it within a nonprofit context. The 
CFA methodology described in Study 1 found that there were significant problems 
with the original scales. Therefore, a series of factor analyses identified that the 
instrument should be reduced by 27 items to achieve a refined 17-item model of 
change readiness that achieved a good model fit to the available data. The adopted 
model identified that correlations between the five variables measuring change 
readiness were moderate to high and in the expected direction.  
In summary, as a result of Study 1, a reliable and consistent quantitative 
methodology has been proposed and justified for the investigation of organisational 
cultures and change readiness in the Third Sector using an assessment of employee 
values and attitudes. The study included the validation of the proposed measurement 
instruments so that they could be used confidently in Studies 2 and 3 in this thesis. 
6.1.3 Study 2a 
The second aim of the thesis was to understand the influence of culture on 
employees’ change-related attitudes and outcomes. This aim was developed in 
response to the limited research conducted in human service organisations, and the 
importance of employee attitudes to organisational sustainability. The study involved a 
quantitative study with a second dataset. The second dataset included survey responses 
from 619 employees (frontline, administrative and management) working in three 
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large nonprofit organisations providing human services. The survey instrument 
collected data regarding employee perceptions of organisational culture, change 
readiness, job satisfaction and intentions to leave. The culture and change readiness 
instruments used were validated in Study 1 and therefore confidently used in CFA, 
correlation analysis and multivariate analysis of covariance (MANCOVA) to 
determine the relationships between the variables being studied. 
This study identified that employees perceive that all of the values assessed in 
the culture model used in this research exist within the participating organisations, 
including altruistic values that may be unique to nonprofit organisations. The study 
also identified that a large number of respondents reported that both flexible and 
control values were found in their organisation, and therefore a ‘balanced’ culture was 
created to assess if there were any significant differences between the three cultural 
types. The analysis revealed there were some small differences but the greatest 
significant differences were between the flexible and the control cultures. 
The analyses identified that perceptions of organisational culture do impact on 
employee attitudes and outcomes. First, employees who perceive flexible 
organisational cultures reported higher levels of change readiness than employees 
perceiving control organisational cultures. It appears that ‘leadership support’ and 
perceptions of ‘personal benefit’ have the largest influence on change readiness. 
Second, employees who perceive flexible organisational cultures reported increased 
job satisfaction and decreased intentions to leave compared to employees who 
perceive control organisational cultures.  
The analysis suggests that nonprofit human service organisations that want to 
reduce staff turnover and increase retention should develop strategies to implement 
more of the values that are congruent with the Human Relations and Open Systems 
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and Altruistic cultures. Indeed, even a balanced culture that reflects all of the assessed 
cultures could significantly reduce employees’ decision to leave the organisation.  The 
results also identified that the three dominant factors impacting on intentions to leave 
are perceptions of the benefits employees personally gain from workplace change, the 
support offered and demonstrated by workplace leaders, and how satisfied employees 
are with their work role. Support from organisational leaders appears to be the most 
important factor influencing job satisfaction and was identified as one of the most 
important factors influencing the majority of the considered latent constructs. 
Overall, this study provided a considerable amount of evidence indicating the 
advantages of employee perceptions of a flexible organisational culture compared to a 
control culture. These results are supportive of the view that nonprofit organisational 
cultures that promote cohesion and morale, belonging, trust, growth and innovation as 
core values are more likely to achieve positive outcomes for the organisation than 
cultures that place greater importance on goal attainment, productivity and 
profitability. Moreover, it suggests the pervasiveness and influence of perceived 
organisational culture on vital organisational indicators and outcomes.   
6.1.4 Study 2b 
The third aim of the thesis was to explore the relationship between 
organisational culture and change readiness and the effects they have on job 
satisfaction and intentions to leave. Study 2b was developed to address this aim 
thereby presenting a deeper investigation of the effects relating to perceptions of 
organisational values and change readiness in the participating organisations. This 
study presented 14 hypotheses and sought to establish (1) the direct effects of 
organisational cultures, and (2) the potential moderating influence of the factors 
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supporting change readiness on job satisfaction and intentions to leave the 
organisation. 
Using dataset 2 (619 frontline, administrative and management employees), the 
perceptions of employees working in large nonprofit human service organisations 
were analysed using Structural Equation Modelling (SEM) to assess and identify the 
direct and indirect relationships between the considered latent constructs. The study 
used the SEM approach to determine the extent to which the theoretical model was 
supported by the data and was particularly useful given the complex model being 
examined. The goodness of fit (GOF) indices for the considered model demonstrated 
good fit to the available data so the results of the model were then analysed and 
described. 
The study was able to identify and quantify all statistically significant direct and 
indirect effects between the factors and variables derived from the conducted surveys. 
The results found that there were a number of direct and indirect effects between the 
latent constructs being examined. It was established that whilst all the change 
readiness factors influenced employees’ perceptions, there were three dominant factors 
impacting directly on intentions to leave: personal benefit, leadership support and job 
satisfaction. At the same time, personal benefit appears to be least important for job 
satisfaction, while leadership support is the most important. Ultimately, it appears that 
leadership support is one of the most important factors influencing the majority of the 
considered latent constructs. 
When further evaluating the indirect effects in the considered SEM, the results 
indicate that a very significant part of the influence of organisational culture comes 
from indirect effects. Specifically, about 25 percent of the direct effects of leadership 
support on other latent constructs (including job satisfaction and intention to leave) 
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comes from organisational culture, and leadership support works as a mediator for the 
organisation’s culture. This implies that the organisational culture and their leaders’ 
support for change are perceived by employees in this sample as the most important 
factors influencing intention to leave and job satisfaction. It can therefore be 
concluded that organisational culture and leadership are the most important factors 
that should be particularly targeted during implementation of changes in Third Sector 
organisations. Allocation of adequate resources in these areas should significantly 
improve employees’ adaptation to change, reduce staff turnover and increase 
organisational sustainability. 
Noteworthy is the fact that the model in Study 2b undoubtedly achieved 
acceptable model fit. However, the results indicated that there are probably additional 
factors beyond the developed model, which have a significant impact on the 
perceptions and responses of the survey participants, and which were not covered by 
the survey in this thesis. For example, such factors could include other workplace 
conditions and arrangements, peer relationships, workplace status, family relationships 
and status, health, education level, and personal preferences and characteristics. This 
should be considered in future research.  
Study 2b also found that 11 of the 14 hypotheses in Chapter 5 were supported, 
indicating that this research is congruent with previous literature, largely conducted in 
the private and public sectors. This includes research about the relationship between 
change readiness, organisational culture, leadership, efficacy, self-interest, job 
satisfaction and intentions to leave/turnover (e.g. Agbrenyiga, 2011; Borgognia, et al., 
2013; Castro & Martins, 2010; Jacobs & Roodt, 2008; Jaskyte & Dressler, 2005; 
Jones, et al., 2005; Krause, 2008; Neves & Caetano, 2006; Newton, 2006). It indicates 
that, methodologically, the research suggests a pattern of consistency with previous 
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studies. It also indicates that the results of the study can be generalised offering 
important new information for Third Sector managers who are experiencing change 
and growth. The results of Study 2b have led to an improved understanding of the 
specific nature of nonprofit organisational cultures and attitudes of employees working 
in human service organisations. They suggest that these organisations should explore 
whether their cultural values are helping or hindering employee outcomes, 
organisational effectiveness and sustainability.  
6.1.5 Implications for theory 
This thesis makes a number of important contributions to the literature. The aims 
of the thesis included addressing the concern that there were no instruments measuring 
change readiness and organisational culture thoroughly tested in a Third Sector 
context. The aims were also developed because of the lack of empirical evidence about 
how change readiness and organisational culture influence employees’ job-related 
attitudes and outcomes. This was important research with the findings now 
contributing to the literature concerning change readiness, organisational culture, 
leadership, job satisfaction and intentions to leave.  
Overall, this research has reviewed the work completed by Holt et al (2007a) 
regarding the factors that promote change readiness. Their change readiness 
instrument proposed five key constructs that most significantly encouraged employees 
to be ready for change, leading to positive workplace attitudes and outcomes. This 
thesis has refined and extended their work, reducing the instrument to measure change 
readiness to a more refined, focussed, and validated tool involving 17 items. This 
thesis supports the theory of change readiness, suggesting that it explains some of the 
relationship between organisational culture and employee outcomes. In particular, it 
has found that flexible cultures, leadership support for change, efficacy and 
 184 Chapter 6: Conclusion 
perceptions of personal benefit gained from change are all critically important to 
employees. This is the first time this theory has been applied and tested within a 
nonprofit context. Although the thesis did not focus on or study resistance to change, 
future research could now explore if the findings provide support to the literature 
suggesting that when individuals are ready for change, there is less likelihood of 
resistance to change being problematic and costly. Given these findings, the empirical 
evidence in this thesis supports leadership theory suggesting that an encouraging and 
supportive leadership style has a positive effect on employee attitudes and outcomes 
(Battilana, et al., 2010; Kotter, 1996; Newton, 2006; Wittenstein, 2008). It also 
supports attitude theory, which argues that it is essential to consider both the cognitive 
and affective aspects of change readiness because for many behaviours, particularly 
those that elicit a strong emotional response, affective attitudes will be more potent 
predictors of both intentions and behaviour than cognitive attitudes (Lawton, et al., 
2009). 
Theories of organisational culture attempt to explain phenomena relating to 
individuals within a workplace. This thesis provides support for the theory that culture 
emerges from collective behaviour because it is fostered and maintained by the people 
within the organisation. In essence, support was found for both a five-factor and a 
higher level two-factor cultural typology, with significant support for the latter model. 
As such, there was significant support for the CVF and the quantitative methodology 
of assessing organisational culture. The support for five separate organisational 
cultures relating to the CVF, however, was not as strong when investigating 
organisational culture on a two-factor model. It appears that nonprofit employees 
distinguish flexible from control organisational cultures and the altruistic values 
(possibly unique to the Third Sector), sit comfortably within the flexible cultural type. 
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This finding is congruent with Helfrich et al. (2007b), who found that their CVA 
suggested that the two-subscale solution provides a more parsimonious fit to the data 
as compared to the original four-subscale model. This thesis, however, extends the 
finding given that this study has been conducted with nonprofit organisations and the 
instrument in this thesis has incorporated the altruistic/humanistic values considered 
important for nonprofit employees.  
Overall, the implications of this thesis suggest that while many researchers are 
pessimistic about trying to influence change and successful employee outcomes, 
organisations can indeed efficiently and effectively manage and support employees 
while simultaneously implementing change. The findings support similar research 
conducted in other sectors that suggests readiness for change may be the moderator 
through which an organisational culture emphasising flexible cultural values impacts 
on successful organisational and employee outcomes (Jones, et al., 2005). The thesis 
also confirms and extends earlier research indicating that employee turnover can be 
reduced by leaders of an organisation by improving job satisfaction. This can be 
achieved through workplaces where management offers employees opportunities to 
gain efficacy, be creative and innovative, and gain personal rewards from putting 
effort into their work. The contribution to the literature lies in suggesting that 
nonprofit employees value altruistic values, so promoting and demonstrating these 
values will have a positive effect for organisations with employees. Therefore, 
nonprofit managers are encouraged to inspire and support their employees by 
communicating a clear culture that values quality of life, hope and community service.  
6.1.6 Practical implications 
The findings of this research have important and significant implications for the 
management of nonprofit employees during times of change to ensure their 
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organisation remains sustainable. The research found that of the five culture types that 
tested, the dominant culture types of ‘control’ and flexible’ had the most impact on 
employee attitudes and perceptions. It found that nonprofit human service employees 
had high altruistic values and these aligned with the flexible cultural values that had 
the most positive impact on the change readiness valuables, job satisfaction and 
intentions to leave.  
The findings strongly suggest that nonprofit organisations with cultures that 
place greater importance on goal attainment, productivity and profitability over the 
support of staff, developing cohesion, teamwork, morale, trust and respect, could have 
employees with lower job satisfaction and higher intentions to leave when 
implementing change. If organisations wish to retain a vibrant workforce that is ready 
and willing to adapt to change, then leaders within these organisations need to create 
and foster a culture where people want to stay. Nonprofit employees want their 
managers to care about them, provide support, give them confidence and communicate 
the organisational and personal benefits of change. Employees are interested and 
motivated by achievement and results, but they are more likely to have higher job 
satisfaction if these achievements are in the context of maintaining social networks 
and gaining self-efficacy so that they can embrace the constant changes that are 
common within organisations. Employees also want their managers to be good role 
models during change and communicate legitimate reasons for changes taking place 
within the organisation.  
These strategies may have a substantial impact on the organisation’s ability to 
retain employees, become sustainable, provide quality services and even attract further 
funding if there is a perceived balance between efficiency, achieving goals and getting 
the job done, with the traditional nonprofit values of community service, connecting 
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and caring (Stewart-Weeks, 2004). Therefore, one of the major practical implications 
of the current research is the need for ongoing enhancement of flexible cultures that 
reflect the Human Relations, Open Systems and Altruistic cultural values. Promoting 
these cultures and developing the capacity and capabilities of organisations’ leadership 
to effectively communicate, champion change, support employees and manage the 
culture during times of change will reap dividends. 
Furthermore, this thesis has identified that employees like to personally benefit 
from workplace change and therefore managers should regularly communicate the 
personal benefits that organisational change offers individuals. Additionally, the thesis 
found that increased employees’ efficacy results in better adaptation and acceptance of 
workplace conditions and changes. Therefore, the provision of adequate training and 
development of employees and providing them with skills, support and resources to 
adapt to change, is a practical necessity that can increase job satisfaction and change 
readiness, and reduce intentions to leave.  
Finally, it is recommended that Third Sector managers assess their 
organisational culture and the values of their employees on a regular basis to 
determine if their organisational culture and strategies are achieving the desired 
outcomes over time. 
These practical implications are significant for organisations who want to help 
their workforce successfully adapt to change and gain job satisfaction. They are 
important for organisations that are focussed on pursuing their mission, organisational 
excellence and sustainability. Sustainability has been identified as a central issue for 
nonprofit leaders (Weerawardena, et al., 2010), and therefore by providing evidence 
that an organisational culture can support employees to feel satisfied at work, this 
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research now offers nonprofit leaders the knowledge to reduce staff turnover, which 
puts significant strain on individuals and the organisation as a whole. 
6.2 LIMITATIONS 
As with any research project, certain inherent limitations have to be considered 
when undertaking the research and interpreting the results. This particular study only 
collected data from employees working in large Australian nonprofit organisations 
operating in Queensland. This means that researchers who argue that all organisations 
have a unique culture will not consider the results to be generalisable. Further, data 
was only collected from employees in a single type of nonprofit organisation, human 
service organisations. Though there are good reasons for suggesting that the obtained 
outcomes should be valid for a variety of nonprofit organisations throughout Australia, 
this generalisation will still have to be confirmed by a wider national and/or 
international study in the future. Likewise, a more comprehensive study involving a 
larger sample of organisations would be beneficial as the results may be different for 
smaller and medium size organisations or different types of nonprofit organisations. 
This was beyond the scope of the current thesis but would be valuable research to 
conduct in the future. 
The conclusions of the research are also limited by the methods used to obtain 
them. Despite quantitative research designs and self-report measures being considered 
a reliable research methodology, the questionnaires may have been influenced by lack 
of accuracy or by social desirability effects (Lewis, 2006). Thus, the data is only 
legitimate to the extent that participants were completely honest. Using a cross-
sectional methodology is also a limitation given that on the day that the questionnaire 
was completed, research participants may have been under the influence of emotional, 
psychological, social, financial and environmental pressures. These pressures may 
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distort their normal attitudes or perspectives. To address these issues, a group-level 
analysis of the key variables would be worth considering in future studies. 
Though the developed models demonstrated good or excellent fit to the available 
data, the final SEM model (Chapter 5) produced the GFI index of around 0.125, and 
therefore only around 12.5 percent of the total variance can be explained by the 
considered SEM. As explained in Chapter 5, this indicates that there are additional 
factors outside the considered model that have significant impacts on the perceptions 
and responses of the survey participants. However, this finding does not negate the 
significance and practical usefulness of the developed model, but would certainly 
suggest further research in this area involving other potential factors. Research in the 
Third Sector could also explore in greater detail the role that different sources of 
communication play in addressing change-related uncertainty for employees as 
described by Allen et al. (2007). This represents a clear avenue for further research to 
see if these issues influence the research findings. 
The limitations were acknowledged by the researcher and strategies put in place 
to control them. For instance, the organisations were chosen carefully, participants 
were given information about how their responses were going to be used, their 
anonymity was assured, and they were given plenty of time to complete the survey at a 
time convenient to them. Then, the instruments were tested for their reliability and 
validity and in-depth statistical analysis was used before identifying the findings. 
Therefore, despite the limitations, the methodology used to conduct the research is 
considered appropriate and the results can be considered theoretically and practically 
significant. 
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6.3 SUGGESTIONS FOR FURTHER RESEARCH 
The primary focus of this research was to examine employee change readiness, 
nonprofit organisational cultures, and the relationships between these constructs and 
other variables such as job satisfaction and intentions to leave. Future empirical 
research should build upon the findings to further support and validate the findings of 
the present study. In particular, the research methodology and findings could be used 
in understanding other organisations in the Third Sector. It would also be interesting to 
conduct longitudinal research and explore if employee attitudes and values change 
over time or if they remain stable even when interventions are implemented by 
management to increase change readiness and job satisfaction. 
Both Ostroff et al. (2005) and Rafferty et al. (2013) argue that organisational 
culture and change readiness analyses should be conducted on an individual, 
workgroup, and organisational level because subcultures can exist within an 
organisation. As such, it is suggested that future research should consider conducting 
multiple analysis that considers and compares the data from multiple perspectives.  
Future research could use the validated instruments in private and public sector 
organisations and compare the results with the findings in this thesis. Additionally, 
future research could identify whether there are other factors and workplace conditions 
that also influence nonprofit employees’ job satisfaction and intention to leave.  
6.4 SUMMARY OF THESIS 
The thesis identified that the sustainability of Third Sector organisations could 
be improved by reducing staff turnover and adapting to the constant changes being 
experienced in the sector. The problem, however, was that little research had been 
conducted in the sector, and there was very little knowledge about what influences 
nonprofit employees’ change readiness, job satisfaction and intentions to leave. The 
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thesis was designed to address these problems and provide the evidence nonprofit 
leaders need to build sustainable organisations. 
This research hypothesised that there were relationships between perceptions of 
change readiness, organisational culture and job-related attitudes and outcomes. With 
a deeper and empirical understanding of these relationships, it is possible for Third 
Sector leaders to tailor their management approach to improve the likelihood of 
increased job satisfaction and lower intentions to leave. These are critical outcomes for 
organisations that want to remain effective and sustainable. The research was indeed 
able to provide empirical evidence that the prevailing current culture of nonprofit 
organisations can directly and indirectly affect employee attitudes. Therefore, 
managers can influence employees’ attitudes and outcomes and play a significant role 
in the sustainability of Third Sector organisations. 
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Appendix A 
Survey 1 
We are extremely grateful for your honest responses to this questionnaire. Your responses will be 
treated with complete confidence.  
 
What is this survey? 
This is a survey of your views about your work within [ORGANISATION]. It concerns your opinions 
about the job that you do and the things that you experience in the workplace. 
 
Why am I being asked to complete this survey? 
The survey has been designed to assist some important research being conducted by researchers at 
the Queensland University of Technology (QUT) who are studying nonprofit human service 
organisations. [ORGANISATION] has chosen to take part in the research because the organisation 
feels it is important to conduct ongoing research that collects feedback from staff.  
 
What will be the benefit of me completing the survey? 
[ORGANISATION] is hoping this research will provide some understanding about 
1. What staff think and feel about working in a human service organisation 
2. What staff value and how to promote and support these values 
3. What staff think about change at work and how people can be supported through change 
Together, the collected responses of all staff will mean that [ORGANISATION] can help learn about how 
to support employees and the organisation more effectively. Thank you for participating! 
 
How do I fill in the survey? 
This is not a test and there are no right and wrong answers to the questions. We simply want to know 
your personal view on the issues raised in the survey. Please answer all the questions as openly and 
honestly as possible.  
 
Please read the instructions carefully before you begin answering the questions in each section. Please 
answer all questions, without discussing your answers with others. Do not spend too long on any one 
question. Just give the answer that is true for you. 
 
How long will it take? 
Based on past experience the survey should take 15 minutes to complete.  
 
Who will see my answers? 
The information you provide is totally confidential. YOU WILL NOT BE IDENTIFIED FROM THE 
RESULTS OF THIS SURVEY. Your answers will go confidentially into a computer with those of all other 
employees. Researchers at QUT are collating the survey results, and only the collective responses of all 
employees will be provided to [ORGANISATION].  
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The information that you provide in this section will be used to assist in drawing more meaningful 
conclusions from the survey results. YOU WILL NOT BE IDENTIFIED FROM THE SURVEY.  
 
Q1 Gender (  ) Male   (  ) Female 
Q2 Your age 
 
Q3 On what basis are you employed? Permanent Full Time 
(  ) Permanent Part Time 
(  ) Casual 
(  ) Contract 
(  ) Temporary Full Time 
(  ) Temporary Part Time 
(  ) Apprentice/Trainee 
(  ) Volunteer 
(  ) Other:_____________ 
Q4 How long have you been working CONTINUOUSLY in not-for-
profit organisations? 
 
Q5 How long have you been working CONTINUOUSLY for 
[ORGANISATION]? 
 
Q6 How long have you been working CONTINUOUSLY in your 
current role? 
 
Q7 Please indicate the highest level of education you have 
completed. Tick one only. 
(  ) Up to year 10 
(  ) Year 12 
(  ) Trade Qualification 
(  ) Certificate 
(  ) Associate Diploma 
(  ) Diploma 
(  ) Degree 
(  ) Grad Certificate/Diploma 
(  ) Masters Degree 
(  ) PhD 
(  ) Other:_____________ 
Q8 What is your main activity in your current role: (  ) Direct Client Contact  
(  ) Administrative or Finance 
(  ) Management  
(  ) Other:_____________ 
Q9 In which state do you work? (  ) ACT 
(  ) Queensland 
(  ) New South Wales 
(  ) Victoria 
(  ) South Australia 
(  ) Tasmania 
(  ) Western Australia 
(  ) Northern Territory 
(  ) Other:_____________ 
Q10 Who do you work with? (  ) Youth 
(  ) Disability 
(  ) Aged Care 
(  ) Community Support 
(  ) All Programs 
(  ) Other:_____________ 
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WHERE I WORK 
 
 
Q11 Please answer the following questions that concern how you feel about working in the NONPROFIT 
(NOT-FOR- PROFIT) SECTOR           From 1 (Strongly Disagree) to 7 (Strongly Agree) 
 
When someone criticises the nonprofit sector it feels like a personal insult. 
I am very interested in what others think about the nonprofit sector. 
I feel proud to say I work for a nonprofit community service. 
 
Q12 Please answer the following questions that concern how you feel about [ORGANISATION] 
From 1 (Strongly Disagree) to 7 (Strongly Agree) 
 
When someone criticises [ORGANISATION] it feels like a personal insult 
I am very interested in what others think about [ORGANISATION] 
When I talk about [ORGANISATION], I usually say ‘we’  
[ORGANISATION] successes are my successes 
When someone praises [ORGANISATION] it feels like a personal compliment 
If a story in the media criticised [ORGANISATION], I would feel embarrassed 
The things that I value in life are very similar to the things that [ORGANISATION] values 
My personal values match [ORGANISATION]values 
The things that I think are important are also the things that are important to [ORGANISATION] 
 
Q13 Please answer the following questions that concern how you feel about YOUR 
PROGRAM/DEPARTMENT   From 1 (Strongly Disagree) to 7 (Strongly Agree) 
 
When someone criticises my program/department it feels like a personal insult 
I am very interested in what others think about my program/department  
When I talk about my program/department, I usually say ‘we’  
My program/department successes are my successes 
When someone praises my program/department it feels like a personal compliment 
If a story in the media criticised my program/department, I would feel embarrassed 
 
Q14 Below is a list of statements relating to your job at [ORGANISATION]. Please indicate your 
response.  
From 1 (Strongly Disagree) to 7 (Strongly Agree) 
 
Generally, I am satisfied with the organisation in which I work  
I am planning to search for a new job during the next 12 months  
Generally, I am satisfied with the kind of work I do 
Overall, I am satisfied with the role I perform at work 
If I have my own way, I will leave [ORGANISATION] to work in another organisation one year from now 
I frequently think of quitting this job 
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WHAT THE ORGANISATION VALUES 
 
Q15 Below are listed some characteristics that might be valued by the organisation. Please rate how 
important you think they ACTUALLY ARE valued and demonstrated by [ORGANISATION].  
This scale ranges from -3 (very much not valued) to +3. (very much valued). 
 
Predictable outcomes at work 
Innovation and change 
Employee participation and open discussion 
Service excellence and quality for service users 
Stable and set ways of doing things 
Creative problem solving 
Sharing employee concerns and ideas 
Getting the job done 
Order at work and procedures 
Decisions made at the local levels of management 
Achieving goals 
Dependability and reliability 
New ideas 
Morale and pulling together to do the work 
Being acknowledged for good work 
Improving others’ quality of life 
Offering hope 
Respect for all people 
Community service 
Being efficient 
 
CHANGES AT WORK 
 
Q16 Please think of a large or substantial CHANGE that you have experienced or know is being planned 
at [ORGANISATION]. This might be a change to your job, the way you provide services, do your work or 
run your program/department. Keep this example in your mind when answering these questions. 
 
If you have been employed less than 3 months and feel you cannot answer the question, please tick “not 
applicable”.   From 1 (Strongly Disagree) to 7 (Strongly Agree) 
 
In the long run, I feel it will be worthwhile for me if the organisation adopts some changes 
Changes are clearly needed here 
The organisation is going to be more productive when we implement some changes 
It doesn’t make much sense for the organisation to initiate more change 
I think this organisation will benefit from change 
Changes taking place are improving our current practices 
My line management has sent a clear signal this organisation is going to change 
The changes being made are making my job easier 
When changes are implemented here, I don’t believe there is anything for me to gain 
When this organisation adopt some change, we will be better equipped to meet our clients’ needs 
My line manager is not personally involved with the implementation of change 
Changes being planned will give me new career opportunities 
I am confident I am able to perform my job successfully since some changes have been made 
Even with more changes, I am confident I will be able to do my job 
My future in this job is limited because of the changes being made 
Changes to the way we do things will improve this organisation’s overall efficiency 
I am worried I will lose some of my status in the organisation when changes are implemented 
I am sure that the organisation’s management changes their mind all the time about what changes need 
to be made 
Recent changes have created some new tasks for me that I don’t think I can do well 
I did not anticipate any problems adjusting to my work when recent changes were adopted 
The effort required to implement change is rather small when compared to the benefits that result from it 
When I set my mind to it, I can learn everything that is required when any changes are adopted 
I think there are real reasons that make change necessary in this organisation 
I believe the organisations management has done a great job in bringing about change 
I think the organisation is implementing change just because it can 
When the organisation implements some change, I can envision financial benefits coming my way 
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I have the skills that are needed to make recent changes successful 
Current changes being implemented match the priorities of the organisation 
My line manager is committed to making changes that benefit staff 
I am intimidated by all the new tasks I have to learn because of recent changes 
The management in my department/program have served as good role models during recent changes 
The time we are spending on change should be spent on something else 
The organisation’s top decision makers have put all their support behind making recent changes 
successful 
I think we are spending a lot of time on managing change when the managers don’t even want it 
implemented 
Changes taking place are building on the positive attributes of the organisation 
The organisation will lose some valuable staff if we adopt more change 
When we implemented some recent changes, I felt I handled it with ease 
There are legitimate reasons for the organisation to make some changes 
Every manager has stressed the importance of making the changes I have been part of 
There are a number of good reasons for changes to be made around here 
Changes being planned will disrupt many of the personal relationships I have developed 
When I heard about recent changes being planned, I thought it suited my needs perfectly 
No one around here has explained why changes must be made 
My line manager has encouraged all of us to embrace the changes taking place 
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Appendix B 
Survey 2 
We are extremely grateful for your honest responses to this questionnaire. Your responses will be 
treated with complete confidence.  
 
What is this survey? 
This is a survey of your views about your work within [ORGANISATION]. It concerns your opinions 
about the job that you do and the things that you experience in the workplace. 
 
Why am I being asked to complete this survey? 
The survey has been designed to assist some important research being conducted by researchers at 
the Queensland University of Technology (QUT) who are studying nonprofit human service 
organisations. [ORGANISATION] has chosen to take part in the research because the organisation 
feels it is important to conduct ongoing research that collects feedback from staff.  
 
What will be the benefit of me completing the survey? 
[ORGANISATION] is hoping this research will provide some understanding about 
4. What staff think and feel about working in a human service organisation 
5. What staff value and how to promote and support these values 
6. What staff think about change at work and how people can be supported through change 
Together, the collected responses of all staff will mean that [ORGANISATION] can help learn about how 
to support employees and the organisation more effectively. Thank you for participating! 
 
How do I fill in the survey? 
This is not a test and there are no right and wrong answers to the questions. We simply want to know 
your personal view on the issues raised in the survey. Please answer all the questions as openly and 
honestly as possible.  
 
Please read the instructions carefully before you begin answering the questions in each section. Please 
answer all questions, without discussing your answers with others. Do not spend too long on any one 
question. Just give the answer that is true for you. 
 
How long will it take? 
Based on past experience the survey should take 15 minutes to complete.  
 
Who will see my answers? 
The information you provide is totally confidential. YOU WILL NOT BE IDENTIFIED FROM THE 
RESULTS OF THIS SURVEY. Your answers will go confidentially into a computer with those of all other 
employees. Researchers at QUT are collating the survey results, and only the collective responses of all 
employees will be provided to [ORGANISATION].  
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BACKGROUND 
 
The information that you provide in this section will be used to assist in drawing more meaningful 
conclusions from the survey results. YOU WILL NOT BE IDENTIFIED FROM THE SURVEY.  
 
Q1 Gender (  ) Male   (  ) Female 
Q2 Your age 
 
Q3 On what basis are you employed? Permanent Full Time 
(  ) Permanent Part Time 
(  ) Casual 
(  ) Contract 
(  ) Temporary Full Time 
(  ) Temporary Part Time 
(  ) Apprentice/Trainee 
(  ) Volunteer 
(  ) Other:_____________ 
Q4 How long have you been working CONTINUOUSLY in not-for-
profit organisations? 
 
Q5 How long have you been working CONTINUOUSLY for 
[ORGANISATION]? 
 
Q6 How long have you been working CONTINUOUSLY in your 
current role? 
 
Q7 Please indicate the highest level of education you have 
completed. Tick one only. 
(  ) Up to year 10 
(  ) Year 12 
(  ) Trade Qualification 
(  ) Certificate 
(  ) Associate Diploma 
(  ) Diploma 
(  ) Degree 
(  ) Grad Certificate/Diploma 
(  ) Masters Degree 
(  ) PhD 
(  ) Other:_____________ 
Q8 What is your main activity in your current role: (  ) Direct Client Contact  
(  ) Administrative or Finance 
(  ) Management  
(  ) Other:_____________ 
Q9 In which state do you work? (  ) ACT 
(  ) Queensland 
(  ) New South Wales 
(  ) Victoria 
(  ) South Australia 
(  ) Tasmania 
(  ) Western Australia 
(  ) Northern Territory 
(  ) Other:_____________ 
Q10 Who do you work with? (  ) Youth 
(  ) Disability 
(  ) Aged Care 
(  ) Community Support 
(  ) All Programs 
(  ) Other:_____________ 
 
 
 
 
  
 234 Appendices 
WHERE I WORK 
 
Q11 Below is a list of statements relating to your job at [ORGANISATION]. Please indicate your 
response. From 1 (Strongly Disagree) to 7 (Strongly Agree) 
 
Generally, I am satisfied with the organisation in which I work  
Overall, I am satisfied with the role I perform at work 
Generally, I am satisfied with the kind of work I do 
I am planning to search for a new job during the next 12 months  
If I have my own way, I will leave [ORGANISATION] to work in another organisation one year from now 
I frequently think of quitting this job 
 
WHAT THE ORGANISATION VALUES 
 
Q12 Below are listed some characteristics that might be valued by the organisation. Please rate how 
important you think they ACTUALLY ARE valued and demonstrated by [ORGANISATION].  
This scale ranges from -3 (very much not valued) to +3. (very much valued). 
 
Predictable outcomes at work 
Stable and set ways of doing things 
Creative problem solving 
Sharing employee concerns and ideas 
Getting the job done 
Order at work and procedures 
Decisions made at the local levels of management 
Achieving goals 
New ideas 
Morale and pulling together to do the work 
Being acknowledged for good work 
Improving others’ quality of life 
Offering hope 
Respect for all people 
Community service 
Being efficient 
 
CHANGES AT WORK 
 
Q13 Please think of a large or substantial CHANGE that you have experienced or know is being planned 
at [ORGANISATION]. This might be a change to your job, the way you provide services, do your work or 
run your program/department. Keep this example in your mind when answering these questions. 
 
If you have been employed less than 3 months and feel you cannot answer the question, please tick “not 
applicable”.   From 1 (Strongly Disagree) to 7 (Strongly Agree) 
 
There are legitimate reasons for us to make this change  
My future in this job is limited because of the changes being made 
I think there are real reasons that make change necessary in this organisation  
My line manager has encouraged all of us to embrace the changes taking place 
When I set my mind to it, I can learn everything that is required when any changes are adopted  
When I heard about recent changes being planned, I thought it suited my needs perfectly  
There are a number of good reasons for us to make this change 
Managers have stressed the importance the importance of this change. 
Changes to the way we do things will improve this organisation’s overall efficiency  
Changes taking place are improving our current practices  
The organisation’s top decision makers have put all their support behind making recent changes 
successful 
Changes being planned will disrupt many of the personal relationships I have developed 
When changes are implemented here, I don’t believe there is anything for me to gain 
The management in my department/program have served as good role models during recent changes  
When we implemented some recent changes, I felt I handled it with ease 
I am worried I will lose some of my status in the organisation when changes are implemented 
When this organisation adopts some change, we will be better equipped to meet our clients’ needs 
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Appendix C 
Model Fit Analysis 
 
Chapters 3 and 4 of this thesis both rely upon Confirmatory Factor Analysis 
(CFA) identifying different cultures, factors and organisational types as latent 
variables in the considered analyses. Due to the previous studies that have been 
discussed, relationships were assumed between the items and the latent variable and 
between the error terms (see, for example, Fig. 3.1). Then the CFA modelling was 
conducted to confirm the assumed (expected) relationships and retained only 
statistically significant relationships. The last step in the CFA or SEM modelling 
procedures should be the evaluation of the model fit. Model fit determines the degree 
to which the structural equation model and/or CFA model fits the sample data 
(Hooper, Coughlan, & Mullen, 2008; Schermelleh-Engel, Moosbrugger, & Muller, 
2003), which provides additional quantitative estimates for the validity of the 
developed models and their applicability for an adequate description of the available 
data.  
Unfortunately, there is no single statistical significance test that would be able 
to comprehensively identify a correct model describing the sample data (Schermelleh-
Engel, et al., 2003). Therefore, it is necessary to consider multiple criteria to evaluate 
model fit on the basis of various measures simultaneously (Hooper, et al., 2008). Each 
of such criteria can be characterised by a so-called goodness of fit (GOF) index that 
provides quantitative evaluation of how well the model fits and describes the available 
data. To obtain a reliable judgment of whether or not a particular model is consistent 
with the sample data, simultaneous evaluation of a large number of goodness-of-fit 
indices is typically used (Schermelleh-Engel, et al., 2003). Some of fit indices may not 
be reliable under conditions of model mispecification, non-normality, or small sample 
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size. In addition, the adequacy of fit indices may vary according to the estimation 
method that is used (Hu & Bentler, 1998). Therefore, the choice of the model fit 
procedure could depend upon the type of the considered data and obtained outcomes. 
Chi-square Test 
The χ2-square test statistic is the only goodness-of-fit measure that has an 
associated significance test, while all other measures are rather descriptive 
(Schermelleh-Engel et al, 2003). If the distributional assumptions for data normality 
are satisfied, the χ2 test evaluates the difference between the population covariance 
matrix and the model-implied covariance matrix. It is used to test the null hypothesis 
that the differences between the indicated matrix elements are all zero. It is, therefore, 
desirable to have low χ2-square values with significance levels greater than 0.05 or 
0.01, as statistical non-significance indicates that the proposed model fits the observed 
covariances or correlations well. As a result, researchers should be interested in 
obtaining nonsignificant χ2-square values for the associated degrees of freedom. It is 
conventionally suggested that values of χ2/df ≤ 2, where df is the number of degrees of 
freedom in the model, are indicative of an acceptable fit, subject to the limitations 
discussed in the next paragraph.  
There are several shortcoming of the χ2-square test:  
(a) Violation of assumption of normality. The χ2-square test is typically applicable 
where the observed variables are multivariate normal.  
(b) Model complexity. χ2-square value decreases with increasing number of 
parameters/variables, which may not necessarily be an indication of a better fit 
for the model.  
(c) Dependence of sample size. With increasing sample size, χ2-square value tends 
to increase. As a result, this test may cause an unjustified rejection of a suitable 
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model. Decreasing sample size causes a decrease of the χ2-square value, which 
may result in an inappropriate acceptance of an incorrect model. Therefore, it 
has been recommended that the use of the χ2-square test should be used for 
sample sizes between about 100 and 200, with an accompanying warning that 
the significance test becomes less reliable with sample sizes outside this range 
(Hair, Anderson, Tatham, & Black, 1995; Iacobucci, 2010).  
Because of these drawbacks of the χ2-square statistic test, additional 
descriptive fit indices have been developed, including Root Mean Square Error of 
Approximation (RMSEA), Root Mean Square Residual (RMR), Standardised Root 
Mean Square Residual (SRMR), etc. 
Root Mean Square Error of Approximation (RMSEA) 
RMSEA represents the lack of fit of the model to the population covariance 
matrix and is thus a measure of approximate fit in the population (Hooper, et al., 2008; 
Steiger, 1990). It is the discrepancy between the observed and estimated input matrices 
per degree of freedom. It is measured in terms of the population – not just the sample 
used for the model. According to Browne & Cudeck (1993), RMSEA values ≤ 0.05 
can be regarded to represent a good fit, values between 0.05 and 0.08 as an adequate 
fit, values between 0.08 and 0.10 as a mediocre fit, whereas values > 0.10 indicate 
unacceptable model fit.  
Root Mean Square Residual (RMR) and Standardized RMR (SRMR) 
RMR is an overall badness of fit measure that is defined as the square root of the 
mean of the squared fitted residuals. RMR values close to zero suggest a good fit. 
However, without having regard for the scales of the variables it could be difficult to 
say whether a given RMR value indicates good or bad fit. This is because the fitted 
residuals are scale-dependent, i.e., residuals typically depend on the scale/values of the 
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variables. The SRMR index has been introduced and used to combat this issue. Similar 
to RMR, a zero SRMR value indicates perfect fit. However, it may still be difficult to 
reasonably establish cut-off values for good and/or acceptable fit because of sample 
size dependency and sensitivity to misspecified models (Hu & Bentler, 1998). A rule 
of thumb is that the SRMR values should be less than 0.05 for a good fit (Hu & 
Bentler, 1998), whereas values smaller than 0.10 may be regarded as acceptable.  
Goodness of Fit Index (GFI) 
The GFI statistic was created by Jöreskog and Sörbom (1995) as an alternative 
to the χ2-square test and calculates the proportion of variance that is accounted for by 
the estimated population covariance (Hooper, et al., 2008; Tabachnick & Fidell, 2007). 
GFI has been designed to test for how much better the model fits as compared to "no 
model at all" (null model), i.e., when all parameters are fixed to zero (Jöreskog & 
Sörbom, 1995). GFI is also called ‘determination coefficient’, and it determines part 
(percentage) of the total variance that can be explained by the considered model. The 
GFI typically ranges between 0 and 1 with higher values indicating better fit. 
However, relatively small values of GFI may not be a reflection of inadequate fit, but 
rather than the developed model can explain only relatively small part of the total 
variance. This may occur, for example, where the model does not include some 
important factors influencing the available data, which causes additional variance not 
explained by the factors included in the model. Such a situation may be common when 
considering complex problems (e.g., survey data) with a number of known and 
unknown factors. 
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Other Model Fit Indices 
An additional category of model fit indices embraces the comparative fit index 
measures. The basic idea behind these indices is that the fit of the model is compared 
to the fit of some baseline model that usually specifies complete independence among 
the observed variables. These indices include the Normed Fit Index (NFI) and the 
Comparative Fit Index (CFI) whose values range from 0 to 1; higher values indicate 
better fit. If the NFI/CFI index equals one, this indicates perfect fit relative to (or the 
best possible improvement compared to) the baseline model/independence model 
(Schermelleh-Engel, et al., 2003). Typically, values of NFI (CFI) ≥ 0.95 (0.97) are 
regarded to represent good fit relative to the baseline model (Kaplan, 2000), whereas 
NFI (CFI) ≥ 0.90 (0.95) are conventionally indicative of an acceptable fit (Hooper, et 
al., 2008).  
A possible disadvantage of NFI is that it could be affected by sample size. To 
combat this problem, the Nonnormed Fit Index (NNFI), also known as the Tucker-
Lewis Index (TLI), was developed and used. TLI ≥ 0.97 are indicative of good fit 
relative to the independence model, whereas TLI ≥ 0.95 are conventionally considered 
as representing an acceptable model fit (Schermelleh-Engel, et al., 2003).  
 
